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EXECUTIVE SUMMARY 
10 

The end o f  p r o j e c t  d v a l u a t i o n  f o r  A.I.D. P r o j e c t  No. 698-04e.32 was 
conducted du r i ng  June, 1984. Th i s  summary prov ides an overview o f  t he  p r o j e c t  
and i t s  impacts, and o f  the design and conduct o f  t h e  e v a l u a t i o n  i t s e l f .  

I n  1580, t h e  Nat iona l  C h r i s t i a n  Counci l  o f  Keilya (NCCK) and t h e  U.S. 
Agency f o r  I n t e r n a t i o n a l  Development (AID) agreed cn a c o l l  abo ra t i ve  e f f o r t  t o  
improve income and employment o p p o r t m i t i e s  i n  t he  urban in fo rmal  sec to r  of 
several  Kenyan c i t i e s .  A ID 'S  c o n t r i b u t i o n  t o  t h i s  Small Business Scheme (SBS)  
was t o  be $275,500 f o r  t h ree  years, prov ided through an Operat ional  program 
Grant, w i t h  NCCK c o n t r i b u t i n g  $152,515, f o r  a t o t a l  o f  $427,515. The program 
was t o  p rov ide  f i n a n c i a l  and t e c h n i c a l  ass is tar ice t o  owners and opera tors  of 
these en te rp r i ses ,  w i t h  the  e f f o r t s  a l s o  l i n k e d  t o  e x i s t i n g  NCCK prcgrams f o r  
s o c i a l  ass is tance a ~ d  conmuni ty development. A new a d m i n i s t r a t i v e  o f f i c e  o f  
Small Business Coord inator  was t o  be c rea ted  and f i l l e d  a t  the  n a t i o n a l  
headquarters cf NCCK, and was t o  be housed w i t h i n  the  Urban Community 
Improvement Program (UCIP), and under t h e  o v e r a l l  d i r e c t i o n  o f  t h e  D i r e c t o r  o f  
UCIP. Business extension workers were' a l c o  t o  be employed and assigned t o  
these c i t i e s ,  where they  k o u l d  work w i t h  R i U  (UCIF) s o c i a l  workers a l ready  i n  
place. Technical  ass is tance was t o  be prov ided by AID and Kenyan consu l tan ts  
f o r  s ta f f  development and, on occasion, d i r e c t l y  t o  c l i e n t s .  I n t e r n a t i o n a l  
c o n s u l t i n g  serv ices  would a l s o  be rece i ved  f o r  t he  development o f  a p r o j e c t  
mon i to r i ng  system. Th i s  system was t o  f a c i l i t a t e  feedback on p r o j e c t  
e f fect iveness d u r i n g  the  i m p l e m e n t a t i ~ n  phase, as w e l l  as t o  p rov ide  
comparative assessments o f  d i f f e r e n t  Soc ia l  and business i n p u t s  on t h e  
development o f  businesses and l o c a l  c a m u n i t i e s .  

The p r o j e c t  ma in ly  i nvo l ved  f i v e  secondary c i t i e s ,  those o f  Mombasa, 
Nakuru, E ldore t ,  Kakamega and Kisumu, and the  AID g r a n t  was t o  be u t i l i z e d  
p r i m a r i l y  i n  these at-pas. A p i l o t  e f f o r t  begun f o u r  years  e a r l i e r  i n  Na i rob i  
would cont inue and 3e d i r e c t e d  as a r e l a t e d  b u t  independent p r o j e c t  by t h e  
Small Business Coord inator .  I t  was expected t h a t  through t h e  e f f o r t s  i n  t h e  
secondary c i t i e s  and i n  Na i rob i  f i n a n c i a l  ass is tance would be prov ided t o  144 
i n d i v i d u a l  owners, and tr, severa l  hundred o the rs  through loans t o  some 70 
groups. By the  end o f  the  th ree  y e a r  per iod ,  loan  repayments were expected t o  
p rov ide  ample resource f o r  c o n t i n u i n g  the  l end ing  e f f o r t ,  even though cos ts  o f  
program a d m i n i s t r a t i o n  and any expansions i n  b e n e f i c i a r i e s  migh t  r e q u i r e  more 
donor assistance. Also i n t e g r a l  t o  t h e  p r o j e c t  was t h e  assumption t h a t  t h r e e  
yea rs '  experience w i t h  t he  SBS would p rov ide  NCCK w i t h  t h e  capac i t y  t o  sus ta in  
and even expand i t s  suppor t  f o r  smal l  business. 

Th is  end o f  p r o j e c t  e v a l u a t i o n  i s  t o  a s c e r t a i n  how w e l l  the  p r o j e c t  had 
met these goals. The e v a l u a t i o n  team o f  Robert  W. Hunt and S.M.A. M i re ro  were 
t o  look s p e c i f i c a l l y  a t  t he  impacts o f  p r o j e c t  ass is tance on i n d i v i d u a l  and 
group businesses, and on the  r e l a t i o n s h i p  of business development and s o c i a l  
change i n  the  p r o j e c t  s i t e s .  They were a l s o  t o  determine which types o f  
i npu ts  ( loans,  t r a i n i n g ,  adv ice)  were most e f f e c t i v e  i n  c r e a t i n g  p o s i t i v e  
economic and s o c i a l  changes. Furthermore, they were asked t o  determine t h e  
e f f e c t s  of donor and implementor a c t i v i t i e s  on t h e  observed outcomes. The 
eva lua tors  were t o  s tudy n o t  o n l y  t h e  e f f e c t s  o f  AID and NCCK managwent, b u t  
the  adv isory  a c t i ~ i  t i e s  of the  Development GAP (D-GAP). The D-GAP was work ing 
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w i t h  s i m i l a r  i n fo rma l  sec to r  p r o j e c t s  i n  o t h e r  na2ions under the  auspices of 
the  o f f i c e  o f  Rural  and I n s t i t u t i o n a l  Development i n  AID'S Bureau f o r  Science 
and Techmlogy. F i n a l l y  , the eva lua tors  were asked t o  say how we1 1  NCCK might  
be expected t o  30 i n  hand1 i n g  a d d i t i o n a l  resources f o r  business development. 
A c e n t r a l  ambi t ion  o f  t he  p r o j e c t  was the  development o f  the  NCCK's c a p a c i t i e s  
t o  s u s t a i n  and e x p a ~ d  business programs. 

The e v a l u a t i o n  was conducted by Hunt and M i re ro  from June 11-25, 1984. 
Each was ab le  t o  rev iew A I D  and NCCK f i l e  documents, many o f  which inc luded 
d e t a i  l e d  p r o j e c t  mon-i t o r i n g  in fo rmat ion .  They a1 so i n te rv iewed  NCCK and A I D  
o f f i c i a l s  respons ib le  f o r  p r o j e c t  opera t ions ,  and those s o c i a l  workers 
i nvo l ved  w i t h  t h e  Na i rob i  smal l  business ass is tance e f f o r t s .  Hunt a l s o  had an 
oppo r tun i t y  t o  t a l k  w i t h  t he  main consu l tan ts  i nvo l ved  i n  t h e  Development GAP 

- 

a c t i v i t i e s  i n  Washington p r i o r  t o  h i s  depar ture f o r  Kenya. I n  add i t i on ,  
M i r e r o  and Hunt spent seven days t r a v e l i n g  t o  t h ree  o f  t h e  p r o j e c t  s i t e s .  
There they spoke w i t h  NCCK's f i e l d  s t a f f  o f  s o c i a l  workers and smal l  business I 

promoters, and a l s o  w i t h  twenty i n d i v i d u a l  businessmen and women and w i t h  
representa t i ves  o f  t h ree  o f  the  a s s i s t e d  groups. They a l s o  spoke w i t h  
t h i  r t y - two  o the r  . i nd i v i dua l s  assoc ia ted  w i t h  the  NCCK e f f o r t s ,  o r  o therwise 
knowledgeable about t he  s e c t o r  and i t s  development. They were a s s i s t e d  i n  
t h e i r  f i e l d  studie's and data c o l l e c t i o n  by Mr .  M.M. Chege, Small Business 
Coord inator  o f  t h e  NCCK. (More i n fo rma t i on  on t h e  approach and s p e c i f i c  
i n fo rma t i on  ga the r i ng  a c t i v i t i e s  i s  inc luded i n  the  Methodologica l  Appendix.) 

The f o l l o w i n g  a r e  the  most c e n t r a l  conclus ions f rom the  e v a l u a t i o ~ .  They 
are presented here, o f  course, w i t h o u t  t he  necessary qua1 i f i c a t i o n  and 
e l a b o r a t i o n  a v a i l a b l e  i n  the  body o f  t h e  repo r t .  

1. The NCCK has developed an impress ive c a p a b i l i t y  f o r  t he  dissemina- 
t i o n  o f  c r e d i t  and techn i ca l  ass is tance f o r  i n d i v i d u a l s  and groups. 

The SBS has a t t a i n e d  a  recognized d i r e c t i o n  and autonomy, responding t o  
i t s  own goal s  and procedures independent o f  spec ia l  i n t e r e s t s .  (Those 
i n d i v i d u a l s  and groups deserv ing spec ia l  commendation f o r  these accorn- 
p l ishments and o thers  t o  be noted, a r e  mentioned i n  t h e  main body of  the  
repo r t .  ) 

2 .  I t s  ass is tance has gone main ly  t o  the  very  poor o r i g i n a l l y  t a rge ted  
as pr imary b e n e f i c i a r i e s .  They have b e n e f i t t e d  i n  terms of income, 
f a m i l y  we l fa re  and s k i l l  development, though the  e x t e n t  t o  which these 
benef i t s  have been sus ta ined i s  i n  quest ion.  

3. There i s  reason t o  t h i n k  t h a t  the  NCCK w i l l  be ab le  t o  expand i t s  
a c t i v i t i e s  i n  t he  f u t u r e  w h i l e  bo th  l ower ing  cos ts  and b e t t e r  assur ing  
t h a t  t he  ass is tance has t h e  des i red  s o c i a l  consequences. However, t h i s  
conclus ion r e s t s  i n  l a r g e  p a r t  on the  assumption t h a t  t he re  w i l l  be more 
s t a b i l i t y  i n  t o p  management o f  t h e  p r o j e c t  than has been the  case i n  t he  
past. The problems which NCCK has had and cont inues t o  have w i t h  t he  SBS 
a re  i n  l a r g e  measure t raceab le  t o  t h i s  i n s t a b i l i t y ,  a  major  pas t  ,and 
prospec t ive  t h r e a t  t o  t he  impress ive coherence and d i r e c t i o n  which the  
program has es tab l i shed.  



4. NCCK small business and comnunity development a c t i v i t i e s  can be 
subs tan t i a l l y  improved through e f f o r t s  such as the fo l lowing:  

a. There should be an attempt t o  ensure b e t t e r  communication 
between f i e l d  and cen t ra l  s t a f f ,  meaning i n  p a r t  more e f f o r t  t o  
secure f i e l d  s t a f f  p a r t i c i p a t i o n  i n  the management and improvement 
o f  p ro j ec t  operations. 

b. More work cou:d be done t o  increase the range o f  a c t i v i t i e s  
under the auspices o f  l o ca l  promoters, soc ia l  workers, and advisory 
bodies, wh i le  a t  the same time t o  provide leadership from Nairobi  
which i s  c l e a r  and consistent. 

c. It i s  important t o  develop more oppor tun i t ies  f o r  s t a f f  
t r a i n i ng ,  and f o r  the  communication and i n t e rac t i on  among s t a f f  
members i n  each s i t e  and from d i f f e r e n t  regions. 

d. Gains could bemade through e f f o r t s  t o  u t i l i z e  the added s k i l l s  
o f  t ra ined  s t a f f  members f o r  modi fy ing and niaking b e t t e r  use of 
e x i s t i n g  information gather ing too ls .  

e. E f f o r t s  should be made t o  see t h a t  borrowers are  c a r e f u l l y  
monitored t o  ensure t h a t  loans are repayed i n  a  t ime ly  fashion. The 
involvement o f  a  broader spectrum o f  NCCK officials and l oca l  
i n f l u e n t i a i s  i n  t h i s  e f f o r t  would be appropriate, espec ia l l y  given 
the organ izat ion 's  re luctance t o  use the lega l  systenr t o  secure 
repayment. 

f. There should be ample recogn i t i on  by the NCCK o f  the co: t s  
involved i n  the development o f  group business a c t i v i t y .  This mc-dns 
t h a t  time, e f f o r t  and resources must be spent by the NCCK ( o r  a l l i e d  
organizat ions) t o  provide the i nd i v i dua l  and c o l l e c t i v e  incent ives 
required f o r  organizat ional  development. 

I n  sum, the NCCK's e f f o r t s  t o  reach the poor and generate new business 
and i xome are t o  be commended. They have ra i sed  incomes and have been 
responsible f o r  improvements i n  the q u a l i t y  o f  l i f e  o f  c l i e n t  fami l ies .  The 
p ro j ec t  has a lso provided the NCCK w i t h  valuable lea rn ing  experience l i k e l y  t o  
f a c i l i t a t e  e f f o r t s  t o  improve performance i n  t he ,  fu ture .  This was accom- 
p l i shed  i n  d i f f i c u l t  settings, a t  a  t i n e  of economic d is t ress  and refugee 
pressure i n  Kenya, and w i t h  a  r e l a t i v e l y  small amount o f  money. On the whole, 
i t  i s  a; pos i t i ve  commentary on the organ izat ion 's  w i l l ingness t o  take r i s k s  
and t o  grow, and on i t s  capac i ty  t o  adapt i t s  past  t o  f u t u re  e f f o r t s .  

S t i l l ,  serious e r ro r s  were made. More s t a b i l i t y  i n  leadership, more 
ca re fu l  se lec t ion o f  c l i e n t s  on the basis of business po ten t ia l  and ca re fu l  
fol low-up f o r  assistance and repayment are  requ i red i f  the p ro j ec t  i s  t c  
surv ive as a  s i g n i f i c a n t  c r e d i t  and techn ica l  assistance program. These 
changes are even more imperat ive i f  the p ro j ec t  i s  t o  expand i t s  lending and 
extension services t o  o ther  urban s i t e s  and t o  r u r a l  areas, and t o  expend 
s i g n i f i c a n t l y  l a rge r  amounts o f  money, 



PREFACE 

The bas i c  task  o f  t h i s  r e p o r t  i s  t o  p rov ide  an assessment of t he  
ef fect iveness o f  t h e  th ree  y e a r  o l d  small business scheme of  t he  Nat iona l  
C h r i s t i a n  Counci l  o f  Kenya (NCCK). The review and a n a l y s i s  w i l l  focus o r  t h e  
NCCK's growth as an i n s t i t u t i o n  capable o f  p r o v i d i n g  ass is tance t o  in'lirmal 
sec to r  f i rms, and o f  i n t e g r a t i n g  these e f f o r t s  w i t h  those designed t c  b r i n g  
broader  household and community changes. 

Any task o f  t h i s  s o r t  depends on t h e  good w i l l  and adv ice  o f  many people. 
I n  t h i s  case, t he  authors a re  p a r t i c u l a r l y  ' g r a t e f u l  t o  t h e  s e n i o r  
a d m i n i s t r a t o r s  o f  the  Small Business Scheme f o r  t h e i r  he lp  i n  l o g i s t i c a l  
mat te rs  and t h e i r  candor i n  rev iewing  t h e i r  program. We thank i n  p a r t i c u l a r ,  
M r .  John Kamau, General Secre ta ry  o f  t he  NCCK, Ms. Kadzo Kogo, D i r e c t o r  o f  t h e  
UCIP, and M r .  F1.M. Chege, t h e  Small Business Promoter. Ms. Kogo and M r .  Chege 
i n  p a r t i c u l a r  took a  ve ry  cons iderab le  amount o f  t n e i r  scarce t ime t o  secure 
needed in format ion,  and o f f e r  t h e i r  own perspec t ives  on t h e  svents c f  t h e  pas t  
few years.  They d.id t h i s  w i t h  good humor and a  concern f o r  t h e  hav ing  a  
comprehensive, c r f  t i c a l  (and f a i r )  assessment o f  t h e  p r o j e c t ' s  impacts. 

We a l s o  owe a  debt t o  t h e  f i e l d  s t a f f  i n  Mombasa, Plakuru and Kisurnu. 
Soc ia l  workers and small business pronoters  t he re  were he lp fu l  beyond t h e  c a l l  
o f  du ty ,  o f t e n  meeting l a t e  i n t o  t h e  evening t o  h e l p  us ga the r  in fo rmat ion  and 
review f ind ings .  They too  showed good w i l l  and to le rance  o f  what were o f t e n  
t h e  f i f t h  o r  s i x t h  r e p e t i  t i c n s  o f  ex tens ive  i n q u i r i e s  f rom ou ts ide  evaluators.  
We tdere w e l l  supported, as w e l l ,  by Ned Greeley and Gordon B e r t o l i n ,  of 
USMDIKenya, who took t ime from what were unusua l l y  busy sumner schedules t o  
answer quest ions and serve as sounding buards f o r  o u r  ideas. We thank Michael 
Farbman of AID/Washington and Doug H e l l i n g e r  o f  the  Development GAP p a r t l y  i n  
advance f o r  what we know w i l l  be numerous ques t ions  asked be fore  the  f i n a l  
d r a f t  of the  r e p o r t  i s  ready. Thanks a re  a l s o  owed t o  Fred O'Regan fo rmer l y  
of Development GAP, and Doug and Stephen H e l l i n g e r  f o r  t h e i r  ex tens ive  and 
h e l p f u l  r e p o r t s  on e a r l  i e r  stages o f  t he  p r o j e c t .  

Jennefer Sebstad o f  AID (ST/RD/EED) was the  a d m i n i s t r a t i v e  d i r x t o r  f o r  
t he  e v a l u a t i o n  from Washington. She was ind ispensab le  i n  g e t t i n g  m a t e r i a l s  
prccessed and sent t o  the  f i e l d  and i n  t he  p r o v i s i o n  o f  bas i c  guidance f o r  t h e  
eva lua t ion .  We on l y  hope t h a t  she sees i c  t he  r e p o r t  adequate answers t o  t h e  
pene t ra t i ng  quest ions she ra ised.  
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END OF PROJECT EVALUATION OF THE NATIONAL CHRISTIAN COUNCIL OF 

KENYA'S SMALL BUSINESS SCHEME 

(Review o f  Design, Imp1 ementation and Impacts. ) 

I. FROJECT DESIGN PHASE 

Central Questions/ Issues 

1. What k inds o f  experience had the  organ izat ion i n  the  development of 
assistance f o r  small business? 

2. What were the major contextual factors a f f e c t i n g  the design of the 
Small Business Scheme? 

3. How d i d  the p r o j e c t  designers respond t o  these contextual fac to rs?  

4. What inputs  t o  the  process o f  p r o j e c t  design was played by po ten t i a l  
bene f i c ia r ies?  By organizat ions w i t h  s i m i l a r  experience o r  o the r  
re1 evan t expert  i se? 

5. How appropr iate was the basic p ro j ec t  design, g iven the 
environmental cons t ra in ts  and the bas ic  needs and resources of 
bene f i c ia r ies  and o ther  re levant  groups? 

Since the mid-s ix t ies ,  the National Ch r i s t i an  Council o f  Kenya, an 
organizat ion representing some 40 Kenyan churches and re1 ig ious  associat ions, 
has been involved i n  development work w i t h  the  urban poor. Refugees and 
recent  migrants from Kenyan r u r a l  areas are predominant among them. Such 
marginal ized i nd i v i dua l s  are o f t en  ignored by publ i c  and p r i v a t e  development 
agencies, p a r t l y  because of the assumption t h a t  they are t rans ien ts  and 
d i f f i c u l t  t o  reach over an extended period, and part!y out  o f  the sense t h a t  
publ i c  and p r i va te  agencies should not  encourage them t o  stay i n  the  crowded 
urban set t ing .  Moreotier, extension workers are o f t en  r e l uc tan t  t o  go t o  the 
areas where these people 1 i v e  because o f  the crime and v io lence endemic there. 
Therefore, NCCKs had c l e a r l y  chosen a s i t e  where the i so l a ted  poor are 
1 oca ted. 

Over a per iod of a decade NCCK soc ia l  workers served f am i l i e s  and 
communities w i t h  advice on heal th,  education, san i ta t ion,  and i n  the develop- 
ment of se l f -he lp  groups. I t was evident  a t  a f a i r l y  e a r l y  p o i n t  t ha t  
meaningful and sustainab:e changes i n  the 1 ives of most bene f i c ia r ies  required 
the development o f  business oppor tun i t ies ,  which could make some ind iv idua ls  



owrers--and o thers  employees. Whether as owners o r  employees, t h e i r  chances 
f o r  con t i nu i2g  economic suppor t  would be increased. Therefore, the  NCCK began 
t o  experiment w i t h  t he  development o f  small busines; en te rp r i ses ,  ma in ly  
focus ing  on group h a n d i c r a f t  programs. The organizat ior r  es tab l i shed  a co t tage  
i n d u s t r i e s  component i n  1969, w i t h  t h i s  a c t i v i t y  subsequent ly spun o f f  as an 
independent program. However, FiCCK s t a f f  s t i l l  saw the  need f o r  a l a r g e r  
e f f o r t  a t  business development, one which would b r i n g  more e x p e r t i s e  than 
s o c i a l  workers cou ld  p rov ide  i n  such areas as p roduc t i on  and market ing. A 
f i n a n c i a l  component was a l s c  needed, s i nce  c r e d i t  was c l e a r l y  requ i red  as much 
o r  more than was sound business experience. 

The Small Business Scheme (SBS) was borr! o u t  o f  these concerns. I t  was 
begun i n  Na i rob i  i n  1976, w i t h  a smal l  loan  fund and p a r t  t ime business 
advisor .  Over a p e r i o d  o f  t h ree  years,  Ksh 165,000 was loaned t o  seventeen 
i n d i v i d u a l s  businessmen and women and t o  f i v e  business groups. There was 
s a t i s f a c t o r y  c o l l a b o r a t i o n  betwtion the  business add isor  and the  s o c i a l  
workers, and t h e  p r o j e c t  was been as successfu l .  Subsequently, t he  i n t e r e s t  
of s t a f f  ou ts ide  o f  N a i r o b i  i n  s i m i l a r  programs, and the  perceived need t o  
p rov ide  w ider  suppor t  f o r  developing jobs  and income, l e d  t o  NCCK's request  t o  
A I D  f o r  a d d i t i o n a l  resources. 

P r o j e c t  Desiqn: Proposed Goals, Purposes, Outputs and I n p u t s  . 
S a s i c a l l y ,  t he  p r o j e c t  was seen as having the  purpose o f  improving income 

and employment o p p o r t u n i t i e s  i n  t he  i n fo rma l  sec to r  through an i n t e g r a t e d  
program o f  s o c i a l  and economic ass is tance f o r  s e l f  employed s e l l  e rs ,  producers 
and se rv i ce  workers. A r e l a t e d  purpose i nc luded  t h e  s t rengthen ing  o f  ?he 
NCCK's capac i ty  t o  p rov ide  techn i ca l  and c r e d i t  ass is tance.  Th is  was t o  be 
accomplished through e f f o r t s  t o  draw upon t h e  o r g a n i z a t i o n ' s  e x i s t i n g  
personnel and body o f  experience and t o  i n t e g r a t e  them w i t h  those o f  new 
techn i ca l  s p e c i a l i s t s ,  c a r r y i n g  o u t  new tasks. The u l t i m a t e  goal o f  t h i s  
ac t i on -o r i en ted  and experimental  p r o j e c t  was t o  be t h e  improvement i n  
comnunity resources and qua1 i t y  o f  l i f e ,  e s p e c i a l l y  w i t h  regard t o  t he  
p o s i t i o n  of the  poorest  sec tors  i n  a s s i s t e d  communities. I npu ts  o f  business 
adv ice  and c r e d i t ,  f i l t e r e d  through the  perspec t ives  o f  bo th  business and 
s o c i a l  work p ro fess iona l s  were seen as c r i t i c a l  t o  t h e  promotion and s u s t a i n i n g  
of  t he  small f i r m s  on which t h e  accomplishment o f  goa ls  and purposes depended. 

Such a p r o j e c t  faced major  obstac les.  Environmental c o ~ s t r a i n t s  were 
many and var ied ,  r a i s i n g  ser ious  quest ions about the  capac i t y  o f  an 
,o rgan i za t i on  the  s i z e  of  NCCK, and w i t h  the  background of i t s  personnel t o  
operate an e f f e c t i v e  business ass is tance program w i t h  the  in tended c l i e n t s .  
Among the  contex tua l  d i  f f  i c u l  t i e s  were: 

1. The f a c t  t h a t  the  number o f  p rospec t i ve  c l i e n t e l e  was l a r g e  and 
l i k e l y  t o  increase d ramat i ca l l y ,  thereby c r e a t i n g  t h e  p o t e n t i a l  t o  
d i s r u p t  ass is tance e f fo r t s .  Not on l y  was Kenya's popu la t i on  growing 
r a p i d l y  and adding g r e a t e r  pressures on the  urban squa t te r  set t lements,  
b u t  p o l i t i c a l  t u r m o i l  i n  Uganda, Somalia and E t h i o p i a  was i nc reas ing  the  
number o f  refugees i n  t he  same s i t e s .  People were bound t o  be d i f f i c u l t  



t o  t r a c k  i n  such s e t t i n g s ,  adding t o  d i f f i c u l t i e s  i n  keeping tabs on 
borrowers f o r  necessary fo l low-up advice and t o  secure repayment 
1 oans . 
2. The prospec t ive  c l i e n t e l e  were main ly  unprepared f o r  business 
r e s p o n s i b i l i t i e s .  Many were i l l i t e r a t e  and l i v i n g  near t h e  economic 
margin. They cou ld  easi  l y  be overwhelmed by unexpected i l l n e s s e s ,  
t h e f t  o f  t h e i r  p roper ty ,  o r  a c h i l d ' s  educat ional  expenses. 

3 

the  
on 

the  

3 .  Those w i t h  business experience (usual 3y a s t rong  p r e d i c t o r  gene ra l l y  
o f  e n t e r p r i s e  s u s t a i n a b i l i t y )  were l i k e l y  t o  be i n  f i e l d s  which were 
h i g h l y  compet i t i ve ,  g iven  t h e i r  l i m i t e d  s k i l l s  and op t ions .  Th is  would 
tend t o  increase t h e i r  s u s c e p t i b i l i t y  t o  business and f a m i l y  c r i ses .  

4. Governmental bodies cou ld  be ambivalent about suppor t ing  business 
a c t i v i t i e s  among these groups o f  people, o r  f a c i l i t a t i n g  e f f o r t s  o f  
o rgan i za t i ons  such as NCCK t o  h e l p  them. For one t h i n g ,  many would be 
refugees, and s t i l l  o the rs  would l i k e l y  be a t t r a c t e d  t o  t he  overcrowded 
urban areas main ly  by the  prospect  t h a t  they, o r  someone i n  t h e i r  f am i l y ,  
would g e t  f i n a n c i a l  assistance. Therefore,  a i d  t o  t he  in fo rmal  sec to r  
cou ld  be seen as adding t o  urban problems, desp i t e  t he  r e a l  need and 
prospects f o r  d i s r u p t i o n  i nhe ren t  i'n i g n o r i n g  t h e  problems o f  t he  urban 
poor. Because most businesses i n  Kenya r e q u i r e  governmental l i censes  t o  
operate, t h i s  ambivalence cou ld  have added t o  t he  n e g o t i a t i n g  burdens o f  
s ta f f ,  and the  f i n a n c i a l  problems o f  appl i can ts .  

5. The task of expanding a program w i t h  many new compments t o  so many 
s i t e s  was a daunt ing one, d e s p i t e  NCCK's experiences w i t h  comparable, if 
smal ler ,  e f f o r t s .  The c u l t u r a l  d i f f e r e n c e s  a lone between Mombasa i n  the  
eas t  and Kisumu/Eldoret/Kakemaga i n  t h e  west were s u b s t a n t i a l ,  and would 
e f f e c t  the  prospects f o r  group format ian,  and r e q u i r e  d ivergent  
expec ta t ions  f o r  business cho ice  and a c t i v i t y .  

6, =ew organ iza t ions  e x i s t e d  i n  Kenya t o  p rov ide  guidance or  suppor t  f o r  
NCCK's business a c t i v i t i e s .  There was no network o f  s im- i l a r  organiza- 
t i o n s  w i t h  which NCCK cou ld  work. There were c e r t a i n l y  no organ iza t ions  
w i t h  experience i n  conduct ing comprehensive, i n t e g r a t e d  smal l  e n t e r p r i s e  
(SE) programs o f  the  type proposed. 

NCCK thus faced d i f f i c u l t ,  and t y p i c a l ,  problems. Thoy were perhaps 
r e l a t i v e l y  d i f f i c u l t  because o f  t he  de termina t ion  t o  work w i t h  t h e  poorest  and 
t o  have s o c i a l  workers p l a y  a major  r o l e  i n  assur ing  t h e i r  p a r t i c i p a t i o n .  The 
s k i l l  problem, and t h e  problems o f  excess cornbet i t ion, were l i k e l y  t o  be 
magni f ied f o r  p r o j e c t  b e n e f i c i a r i e s .  Moreover, t he  NCCK's commitment t o  
expand the  program n a t i o n a l l y  a l s o  posed spec ia l  burdens, p a r t i c u l a r l y  when i t  
meant h i r i n g  many new s t a f f  members. These new s t a f f  members would a l s o  f i n d  
t h e i r  s o c i a l  work co l leagues having perspec t ives  d i f f e r e n t  f rom t h e i r  own. 
Thus, the  problems o f  coo rd ina t i on  would be grea ter .  

NCCK's dec i s i on  t o  go ahead i n d i c a t e d  both a knowledge of these 
c o n s t r a i n t s  and t e n t a t i v e  p lans f o r  d e a l i n g  w i t h  them. Some o f  t he  p lans were ' 



cont ingent  upon A I D  support ,  b u t  o thers  r e f l e c t e d  NCCK's own experience and 
i t s  sense o f  what t h a t  experience meant. Some o f  t h e  SBS plans a l s o  r e f l e c t e d  
the  NCCK's w i l l i n g n e s s  t o  bear  t h e  cos ts  where economic 2 f f i c i e n c y  seemed 
incompat ib le  ~ i t h  s o c i a l  needs. 

1. The NCCK had a  p o s i t i v e  r e p u t a t i o n  and ex tens ive  experience i n  t he  
c o r n u n i t i e s  t o  be served. They were u n l i k e l y  t o  be overwhelmed by 
i n d i v i d u a l s  seeking i napp rop r i a te  ass is tance o u t  o f  ignorance of what The 
NCCK cou ld  and wculd do; and they were u n l i k e l y  t o  be seen as "easy 
marks" unaware o f  l o c a l  t r a d i t i o n s .  

m 

2 .  They a l ready had a  body o f  case work on p o t e n t i a l  business c l i e n t s ,  
compiled by s o c i a l  workers who had been o f f e r i n g  some business adv ise  
ovzr  the  years. Even though n o t  exper ts  on business mat ters,  s o c i a l  
V0;"KerS kcew where the  g r e r t e s t  needs were; and they  t h e r e f o r e  had 
reasonable informed op in ions  concern ing those most 1  i k e l y  t o  p r o f  i t  f rom 
f i n a n c i a i  and techn i ca l  assistance. - - 

3. The p r o j e c t  p lans c a l l e d  f o r  an i n t e n s i v e  t r a i n i n g  session p r i o r  t o  
the  p r o j e c t ' s  beginning t o  p rov ide  bo th  t h e  s o c i a l  workers and business 
promoters w i t h  some in fo rma t i on  about the  o t h e r ' s  p ro fess ion .  Th i s  would 
reduce some prospects f o r  c o n f l i c t  and enhance the  chances f o r  
under tak ing the  necessary processes o f  coo rd ina t i on .  

4. The o r g a n i z a t i o n ' s  r e p u t a t i o n  .would serve i t  w e l l  i f  government 
should pose an obstac le.  Even l i c e n s i n g  mat te rs  might  be handled s ince  
the  o rgan i za t i on  cou ld  make a  case f o r  h e l p i n g  a l l  t h e  poor. Kenyan 
p o l i t i c s  i s  e s s m t i a l l y  open and the  NCCK i s  pos i t i oned  t o  barga in  w i t h i n  
the  pol  i t i c : ~ l  systen. 

5. The NCCK's r e p u t a t i o n  w i t h  i t s  c o n s t i t u e n t  churches and dcnors was 
such t h a t  i t  cou ld  advance a  scheme which c l e a r l y  proposed t o  r i s k  
f i n a n c i a l  losses and sus ta in  h i g h  cos ts  t o  d e l i v e r  resources t o  t he  very 
poor. This was i n t e g r a l  t o  the  o r g a n i z a t i o n ' s  o v e r a l l  development 
s t r a t e g y  and those who were i nvo l ved  would know t h i s .  

6, Whi le t he re  were no Kenyan o rgan i za t i ons  which would d i r e c t l y  
para1 l e l  NCCK'  s  Small Business Scheme, t he re  were some p o t e n t i a l  " a l l  i e s "  
t o  be c a l l e d  upon, t o  t e s t i f y  t o  the  importance of t h o  e f f o r t  and t o  
o f f e r  o t h e r  encouragement and advice. Some of these (To to to  Home 
I n d u s t r i e s  and ~ e n y a r i  Cottage I n d u s t r i e s )  had been s t a r t e d  o r i g i n a l l y  by 
the  NCCK. 

7 .  NCCK was a l s o  t o  be associated w i t h  AID/Washingtonls PISCES ( P r o j e c t  . 
f o r  Investment i n  the  Small C a p i t a l  E n t e r p r i s e  Sector)  p r o j e c t ,  a  wor ld-  
wide e f f o r t  o f  USAID t o  a s s i s t  t h e  development o f  the  in fo rmal  sec tor .  
This r e l a t i o n s h i p  would p rov ide  i n i t i a l l y  f o r  p r o j e c t  des ign ass is tance 
and subsequently f o r  r e g u l a r  t echn i ca l  ass is tance t o  NCCK f rom a  
Washinqton based PVO-- th2 Prvelopment Group f o r  A1 t e r n a t i v e  Pol i c i e s  
(D-GAP). Consul tants  from t h i s  o r g a n i z a t i o n  would b r i n g  t o  t h i s  task  
knowledge o f  r e l a t e d  in formal  seccor p r o j e c t s  i n  othero na t ions ,  and would 



help t o  develop s t a f f  s k i l l s  i n  p ro j ec t  moni tor ing and i n  the p rov is ion  
o f  extension services. The PISCES e f f o r t  was designed t o  be exper i -  
mental, t o  support and analyze d i f f e r i n g  e f f o r t s  t o  reach the very poor 
informal  sector  f i rm.  I t  thus would prov idz  assistance f o r  NCCK's 
experimentation, and be ab le  t o  exp la in  i t  t o  others. 

8. The experimental Eature o f  the p ro j ec t  was a d d i t i o n a l l y  supported by 
A I D  through i t s  method o f  f inancing.  A c e n t r a l l y  funded Operational 
Program Grant (OPG) was used, under the auspices o f  AID/Washington's 
Accelerated Impact Program (AIP) scheme. This arrangqment meant t h a t  
USAID/Kenya would share management responsi b i  1 i t i e s  w i t h  AID/W ( the  
FISCES Pro jec t  from ST/RD). The r e s u l t  was t h a t  NCCK would be given 
scope t o  experiment beyond what might be common i n  A I D  pro jec ts .  AID was 
t a c i t l y  underwr i t ing a venture which was designed t o  teach as we l l  as t o  
accompl i s h  s p e c i f i c  developmental tasks 

Wh3t conclusions can there for?  be drawn about the rea l  ism o f  the p ro j ec t  
design? Was anything i n  the basic p lan un rea l i s t i c ,  given the resources 
ava i lab le  and the se t t i ng?  

1. The expectat ion t h a t  the loan fund would be a revo lv ing one by the 
end o f  the grant  per iod Mas probablly u n r e a l i s t i c .  I t  i s  possible t h a t  
add i t i ona l  analysis o f  the actual  economic cons t ra in ts  facing po ten t ia l  
c l i e n t s  might have signaled problems. 

2. The presumption t h a t  groups o f  very poor could be formed and 
i n s t i t u t i o n a l  ized around economic performance c r i t e r i a  was not  
su f f i c i en t l y  tested. I t  i s  d i f f i c u l t  t o  do a good job i n  ass i s t i ng  
ind iv idua l  business a c t i v i t i e s  even when they i nvo l  ve entrepreneurs o f  
somewhat more substant ia l  means than those targeted i n  t h i s  case. But 
group development adds ancjther l aye r ,  p a r t l y  because ind iv idua l  s so 
grouped are normaily l ack ing  i n  s k i l l s  and f inance and p a r t l y  because 
coordinat ion and personal i ncen t i ve  questions loom so la rge  i n  business 
operations. 

3. The expectat ion t h a t  NCCK's cent ra l  and f i e l d  s t a f f s  could operate 
s u f f i c i e n t l y  i n  tandem t o  loan f a i r l y  l a rge  amounts of money t o  
ind iv idua ls  and groups from the  s t a r t  o f  the p r o j e c t  onward, w i thout  
s i gn i f i can t  breakdowns, might have been questioned. Par t  o f  the problem 
here i s  suggested i n  the discussion above o f  group formation; but  
problems might a lso  have been an t i c ipa ted  i n  securing s u f f i c i e n t l y  rap id  
ac t ion  and coordinat ion among several 1 ayers o f  the p ro j ec t  bureaucracy 
over time. (D-GAP consul tants d i d  express e a r l y  concern w i t h  the 
cen t ra l i za t i on  o f  loan decisions. However, there  were other issues, 
i nc lud ing  the p o s s i b i l i t y  t h a t  disagreements among SBPs and SWs would 
reduce the capaci ty f o r  making assistance decisions.) 

4. There seems not t o  have been s u f f i c i e n t  t h i nk i ng  about means f o r  
prov id ing f l e x i b i l i t y  i n  loan s i ze  and terms. This, i n  turn ,  may r e f l e c t  
inadequate s e n s i t i v i t y  t o  the problems such as group development, where 
even large loans could be qu ick ly  d iss ipated among many members; o r  o f  
the d i f f i c u l t y  o f  using money only f o r  business purposes on the p a r t  o f  
i t i d i v idua l  s facing espec ia l l y  serious fami ly  c r ises.  



5. Some problems might also have been anticipated because the lines of 
responsi bil i ty  between A I D  anti the project were blurred. Three bodies 
were t o  be involved, w i t h  USAID/Kenya and ST/RD to share responsibility 
with consultants from the D-GAP, working with the PISCES project. Such 
amb i gui ty had positive imp1 ications as we1 1 for an  experimantal effort  
such as this  one; for i t  gave the NCCK and D-GAP a good deal of room for 
innovation and maneuver. 

The summary questions should not detract from the conclusion suggested 
previously. Given the 1 imi t:; on knowledge about supporting informal sector 

- business, and the degree of n'e;?d t o  be met, the project design was "appropri- 
atively creative". The proiect was bound t o  be costly, given the small sizes 
of individual 1 oans to be offered. Moreover, despite some early expectation 
t h a t  loan r e f l o x  would be significant sources of additional loans within the 
three year period, NCCK's basic approach indicated that this  was n o t  a 
necessary precondition for success. Finally i t  should be remembered t h a t  
projects with clients of this  type are particularly susceptible t o  exogenous 
disruptions: relatively mi!ior economic f1lcctuations, droughts, crime, etc. 
Being "real i s t ic"  and "apprcpriate" in such circumstances requires a tolerance 
for  uncertainty and  willinsness to work through disruption. What makes such 
projects appropriate i s  more often the capacity t o  respond t b  un€!xpecced 
cpportunities and  t o  disruptions with f lexibil i ty and to build upon failure. 
These issues are best disicus~ed in terms of the organization's management 
style and tactics for project implementation. 



I I. PROJECT IMPLEMENTATION EFFORTS 

Cent ra l  Quest ions/ Issues 

1. How e f f e c t i v e  was NCCK management o f  the  p r o j e c t ?  

a. What were the  major  problems and accomplishments? 

b. What changes i n  management a c t i v i t i e s  would be app rop r i a te  f o r  
t h e  f u t u r e ?  

2 .  How e f f e c t i v e  was AID/Kenya management. What a re  t h e  major  problems 
and accomplishments, and app rop r i a te  changes f o r  t h e  f u t u r e ?  

3 .  How e f f e c t i v e  was t h e  Development GAP? What a re  tht: ma jor  problems 
and accompl ishments o f  t h i s  o rgan i za t i on?  Whzt lessons have been learned 
and what changes would be ~ e e d e d  f o r  f u t u r e  NCCK r e l a t i o n s h i p s  w i t h  
c o n s u l t i c g  f i r m s  o f  t h i s  type? 

4. What o v e r a l l  assessment can be made o f  t he  implementat ion s t r a t e g y  
and t a c t i c s ,  g iven  p r o j e c t  gaals  and s e t t i n g ?  

NCCK's Role i n  P r o j e c t  Implementat ion 

The NCCY faced s i g n i f i c a n t  chal lenges i n  meeting t h e  management tasks of 
t he  ambi t ious p r o j e c t .  Same o f  t h e  chal lenges were e s s e n t i a l l y  t o  t h e  
i n t e r n a l  workings o f  t he  organ iza t ion :  e.g., cou ld  t he  NCCK s t r u c t u r e  be 
geared up f o r  one more a c t i v s t y  when c u r r e n t  s t a f f  were a l ready  over-burdened; 
and cou ld  new s t a f f  be e f f e c t i v e l y  i n teg ra ted ,  adapt ing t o  new programs and 
coo rd ina t i ng  w i t h  e x i s t i n g  personnel? Other  chal  lenges cou ld  be termed 
"ex te rna l " ,  p e r t a i n i n g  t o  the  organ i  t a t i o n ' s  capac i t y  t o  work w i t h  agencies 
having r e g u l a t o r y  r e s p o n s i b i l  i t i e s  a f f e c t i n g  smai 1  business, o r  which were 
i nvo l ved  themselves i n  ass is tance x t i v i t i e s  w i t h  the  same sec tor .  Related 
ex te rna l ,  o rgan i za t i ona l  chal lenges came f rom p o t e n t i a l  c l i e n t s :  c o u l d  t h e  
NCCK adapt o r  develop s k i l l s  f o r  more a c t i v e  suppor t  f o r  i n d i v i d u a l  business 
and f o r  developing and promoting group econo~~ i i c  a c t i v i t y ?  A c e n t r a l  ques t ion  
unde r l i es  bo th  these concerns: d i d  t h e  NCCK c rea te  an e f f e c t i v e  i n s t i t u t i o n  
b u i l d i n g  s t r a t e g y ?  (To p u t  i t  d i f f e r e n t l y :  Since an i n s t i t u t i o n  b u i l d i n g  
s t r a t e g y  e x i s t s  i n  f a c t  whether i t  i s  planned o r  no t ,  how e f f e c t i v e  were the  
i n s t i t u t i o n  b u i l d i n g  e f f o r t s  of t h e  NCCK's smal l  business scheme?) 

I n t e r n a l  Organ iza t iona l  Issues: NCCK s t a f f  descr ibe  u n d e r s t a f f i n g  and 
r e l a t i v e l y  low pay (as  compared w i t h  t he  p r i v a t e  s e c t o r )  as c r i t i c a l  manage- 
ment issues. ~ h e i e  a re  t y i i c a l  problems f o r  p r i v a t e  vo lun ta ry  o rgan iza t ions-  
which need t o  demonstrate f r u g a l i t y  t o  donors, and who i n  any event  u s u a l l y  
rece i ve  too few c o n t r i b u t i o n s  f o r  t he  se rv i ces  they f e e l  must be provided. 
Consequently, such o rgan i za t i ons  o f t e n  c e n t r a l i z e  t h e i r  a c c w n t i n g  systems t o  



demonstrate r e s p o n s i b i l  i t v  t o  t h e i r  fund ing  sources. C e n t r a l i z a t i o n  a l s o  
he lps  t o  maximize t h e  p o s s i b i l i t y  t h a t  t h e  l i m i t e d  funds w i l l  be spent as 
budgeted, r e f l e c t i n g  some o v e r a l l  p lan.  

Fo r  a  p r o j e c t  such as t h e  SBS, however, these a d m i n i s t r a t i v e  fac t s  posed 
s i g n i f i c a n t  d i f f i c u l t i e s .  Large new burdens were be ing  taken on, and the  
business s t a f f  would be new. E v ~ n  t h e  s o c i a l  workers would be new i n  t he  
sense t h a t  t h e i r  p rev ious  work w i t h  business had been o f  a l e s s  s p e c i f i c  
nature,  and d i d  n o t  i n v o l v e  t h e  l end ing  of money. Therefore, a  few were t o  be 
asked t o  l e a r n  by doing, and by doing a  g r e a t  deal .  Moreover, w h i l e  having 
c e n t r a l  d i r e c t i o n s  could o f f e r  some p r o t e c t i o n  and guidance, such ass is tance 
was cont ingent  on ready con tac t  w i t h  f i e l d  personnel and t h e  capac i t y  t o  
respond q u i c k l y  t o  t h e i r  needs. U n d e r s t a f f i n g  a t  t he  cen te r  a,id t h e  f a c t  t h a t  
the  SBS was n o t  ( cou ld  no t  be) g iven  i t s  own account ing s t a f f ,  made such r a p i d  
response u ~ l  i kely.  

A t  t he  beginning these p o t e n t i a l  d i f f i c u l t i e s  d i d  : lot  seem t o  r e s t r i c t  
p r o j e c t  o f f i c i a l s .  True, t he re  was some de lay  i n  t h e  s t a r t - u p  o f  opera t ions  
occasioned by the  NCCKts d e s i r e  t o  be q u i t e  c a r e f u l  i n  s t a f f  se lec t i on ,  and 
due t o  the  t ime requ i red  f o r  t r a i n i n g  s o c i a l  workers and newly h i r e d  business 
promoters i n  t h e i r  r espons ib i  1  i t i e s .  However, whe:: t he  adv isory  and l end ing  
process commenced i n  t h g  f a l l  o f  1981, the  NCCK was ab le  t o  a c t  q u i t e  r a p i d l y .  
E a r l y  assessments by the  Development GAP' ind icated a  h i g h  l e v e l  o f  s a t i s f a c t i o n  
w i t h  t he  o rgan i za t i on ' s  a b i l i t y  t o  d e l i v e r  se rv i ces  and l oans  t o  very  oo r  
c l i e ~ ~ t s .  The success i n d i c a t e d  good use- by smal l  business promoters ( s w f  of 
the  advance work done by s o c i a l  workers (SWs). They were a l s o  r e p o r t i n g  on 
t h e i r  a c t i v i t i e s  i n  a  t i m e l y  and in fo rmat ive  manner. These were p o s i t i v e  
i n d i c a t i o n s  t h a t  t he  two would be ab le  t o  work t oge the r  e f f e c t i v e l y .  

Yet, the  r a t e  o f  loan dispersement was n o t  maintained--and indeed cou ld  
n o t  have b ~ e n  w i t h o u t  d e p l e t i n g  a v a i l a b l e  funds. I n  a d d i t i o n ,  t he  cl./erall  
d e l i v e r y  o f  se rv i ces  a l s o  dec l i ned  w i t h i n  a  year.  One reason was t 5 a t  t h e  
backlog o f  a v a i l a b l e  c l i e n t s  was reduced i n  some4 s i t e s  and promised ~ d h i c l e s  
(motorcyc les)  were n o t  d e l i v e r e d  as scheduled t o  a l l o w  SBPs and SWs t o  reach 
beyond t h e i r  c u r r e n t  c l i e n t  groups. Th is  was a t  l e a s t  p a r t l y  a t t r i b u t a b l e  t o  
t h e  re luc tance  o f  t o p  management a t  t he  NCCK t o  seek h e l p  i n  cha l l eng ing  an 
i n t e r p r e t a t i o n  by t h e  Kenya Customs Serv ice  which was b l o c k i n g  the  impor t  of 
t h e  motorcycles. O f  g rea te r  s i g n i f i c a n c e  was t h e  p r ~ o l e m  o f  a d m i n i s t r a t i v e  
l zade rsh ip  f rom t h e  o f f i c e  of the SBS program coord ina tor .  Turnover i n  t h e  
o f f i c e  was rap id ,  w i t h  t h ree  coord ina tors  coming and l e a v i n g  w i t h i n  t he  f i r s t  
two years  o f  the  p r o j e c t .  The impress ion o f  t h e  c u r r e n t  s t a f f  i s  t h a t  
i n d i v i d u a l s  se lec ted  d i d  n o t  have as f u l l  a  commitment t o  t he  p r o j e c t  as i s  
des i rab le ,  and saw the  j o b  p r i m a r i l y  as a  s tepp ing  stone t o  o t h e r  oppor tun i -  
t i e s ;  b u t  the  s a l a r y  was a l s o  r e l a t i v e l y  low, and t h a t  was c e r t a i n l y  a  f a c t o r  
as we l l .  I n  any event,  w h i l e  the  incumbents were competent i n d i v i d u a l s  they 
seldom stayed 1  ong enough t o  p rov ide  d i r e c t i o n  and coord ina t ion .  Consequently 
problems such as those i n v o l v i n g  t r a n s p o r t a t i o n  were n o t  d e a l t  .dith expedi-  
t i o u s l y .  Beyond an o r i g i n a l  s t a f f  t r a i n i n g  exerc ise,  there  was l i t t l e  
encouragement o r  d i r e c t i o n  i n  t h e  area o f  t r a i n i n g ,  though SBPs and SWs both 
needed f u r t n e r  t r a i n i n g  3nd o p p o r t u n i t i e s  t o  meet and confer -  wi3h col leagues 
from o t h e r  regions.  



The major  problem growing o u t  o f  t he  tu rnove r  i n  top  management r e l a t e d  
t o  t he  c r e d i t  p o r t i o n  o f  t he  p r o j e c t .  As noted, t h e  NCCK had s t r o n g l y  
c e n t r a l i z e d  p r o j e c t  admin i s t ra t i on ,  w i t h  t h e  D i r e c t o r  o f  t h e  Urban Community 
Improvement Program (UCIP) becoming the  p r o j e c t ' s  c h i e f  execut ive  o f f i c e r .  
T h i s  arrangement was compat ib le  w i t h  t he  f i r m  s o c i a l  base which NCCK des i red  
f o r  p r o j e c t  a c t i v i t i e s .  Bu t  i t  meant t h a t  these a c t i v i t i e s  were managed by 
two execut ives a t  t he  nat ion41 l e v e l ,  w i t h  one o f  t h e  two ( t h e  Small Business 
Coord ina tor )  hav ing no d i r e c t  a u t h o r i t y  over  l o c a l  s o c i a l  workers. I t  a l s o  
meant t h a t  t h e  UCIP accountant was respons ib le  f o r  both t h e  s o c i a l  work 
programs and the  fund ing  f o r  s t a f f  and t rave l - -as  w e l l  as f o r  t he  business 
loans. Th is  l a y e r i n g ,  coupled w i t h  t h e  absence o f  a  c o n t i n u i n g  and expe r i -  
enced d i r e c t o r  f o r  t he  SPS, meant t h a t  money was n o t  t r a n s f e r r e d  t o  t h e  f i e l d  
f o r  necessary opera t ions  u n t i l  l ong  a f t e r  i t  was requested. Delays as long  
as a  yea r  were repo r ted  between the  t ime loans were approved and the  checks 
were rece ived by the  c l i e n t s .  E f f o r t s  by  SBPs and SWs t o  secure reimbursement 
f o r  t r a v e l  and r e l a t e d  expenses were f r u s t r a t e d ,  and t h e  NCCK consequent ly 
" f loa ted"  on money loaned by i t s  own s t a f f .  

Th i s  problem w i t h  c e n t r a l i z e d  dec i s i on  making was i n  many ways compounded 
by t h e  dec i s i on  t o  c rea te  a  n a t i o n a l  adv isory  body w i t h  t h e  power t o  p rov ide  
f i n a l  approval f o r  a l l  loans l a r g e r  than Ksh 3000. Th is  Nat iona l  Task Force 
Committee was comprised o f  h i g h l y  qua1 i f  i e d  vo lun tee rs  from t h e  pub1 i c  and 
p r i v a t e  sec tors  and church community, f rom throughout  t h e  na t ion .  I t d i d  
o f f e r  v i s i b l e  p roo f  o f  t he  p r o j e c t ' s  i n t e g r i t y  and support. It served t o  
p rov ide  a b u f f e r  aga ins t  any who would a t tempt  t o  use i n f l u e n c e  t o  secure 
'loans ou ts ide  channels. However, un less '  i t  was t o  meet r e g u l a r l y  (b i -weekly  
o r  monthly) i t  was bound t o  f o r c e  de lays  on t h e  r e s t  o f  the  operat ions.  Th is  
i s  what occurred, s ince  t h e  committee had met o n l y  e leven t imes by January of 
1984. I t  met o n l y  t h ree  t imes i n  a l l  o f  1982 and 1983, i n  p a r t  due t o  t he  
expense and d i f f i c u l t y  o f  g e t t i n g  these vo lun tee r  adv isors  together .  
Consequently, t he  NTFC became p a r t  o f  t he  management problem faced by reg iona l  
s t a f f .  I t  served t o  f r u s t r a t e  the  SBPs and SWs, and a l s o  the  adv isory  bodies 
which h3ti been s e t  up i n  each reg ion  t o  pass on smal l  loans and t o  recommend 
l a r g e r  ones t o  t he  c e n t r a l  body. These i n d i v i d u a l s  f e l t  power-less t o  complete 
t h e  processes t h e i r  promotional and eva lua t i on  e f f o r t s  had begun. 

Over t h e  l i f e  o f  t h e  p r o j e c t  many of these problems were h i g h l i g h t e d  i n  
the  reviews prov ided by the  Development GAP consul t an ts .  I n  gather1 ,.g 
i n fo rn la t i on  they r e l i e d  i n  l a r g e  measure on an i n fo rma t i on  process they had 
been ins t rumenta l  i n  designing.  SBPs were expected t o  keep records on the  
c l i e n t ' s  s t a t u s  a t  t he  beg inn ing  o; t h e  ass is tance per iod ,  and on a  s i x  
monthly bas is  af terwards.  They were a l s o  asked t o  compi le data on prepara tory  
work done t o  g e t  c l  i e r l t s  t o  t h e  l end ing  stage. Thus, t h e r e  was ample reco rd  
o f  the  problems caused by management and these da ta  became a  s i g n i f i c a n t  
resource f o r  p r o j e c t '  manbgers. They were ab le  t o  g e t  a t t e n t i o n  from the  top  
NCCK leadersh ip  and the  NTFC on a  number o f  problems, and a c t i o n  on many of 
them--such as t h e  maximum s i z e  o f  loans t o  be approved i n  t he  reg iona l  
centers.  The l a t t e r  was r a i s e d  t o  Ksh 6000 and most SBPs now f e e l  t h a t  w i t h  
c o n t i n u i t y  i n  n a t i o n a l  l eade rsh ip  i n  t h e  Small Business Coord ina to r ' s  o f f i ce ,  
they can improve cons iderab ly  t h e i r  d e l i v e r y  o f  se rv i ces  t o  the  c l i e n t s ,  and 
improve t h e i r  r e l a t i o n s h i p s  w i t h  them as we1 I. I n  the  l a t t e r  case, they a re  
count ing  on the  Ccord ina tor  t o  ensure t h a t  loans they  approve, and those 



approved by the NTFC as we l l ,  get  processed rap id l y .  Unless t h i s  se t  of 
changos o r  s i m i l a r  improvements a re  forthcoming, some SBPs f e e l  a  need t o  have 
a  1  ine  o f  c r e d i t  i n  t h e i r  l o ca l  banks. Then, when they k~ave approved a  loan, 
they can qu ick ly  secure the money f o r  disbursement. 

Under-staf f ing and problems w i t h  cen t ra l  management s t ruc tures and 
a c t i v i ? i e s  are a lso p a r t l y  responsib le f o r  what are two o f  the p r o j e c t ' s  major 
areas o f  d i f f i c u l t y :  poor repayment on loans and the  slower thar: expected 
development o f  group enterpr ises.  I n  both cases the record o f  performance 
f e l l  we1 1  below what was planned. (More on these top ics  below.) The turnover 
i n  SBS Coordinators c e r t a i n l y  has cont r ibuted t o  the d i f f i c u l t i e s ,  since 
b e t t e r  guidance and fol low-up on the emerging problems i n  these two instances 
would have helped. Clear and cons is tent  guidance could a lso  have helped the 
SWs and SBPs improve gu ide l ines f o r  balanciog need and income generating 
po ten t ia l  i n  the decisions t o  grant  loans; f o r  i t  seems c l ea r  i n  retrospect  
t ha t  several loans were granted t o  the very needy where there were very 
l i m i t e d  p o s s i b i l i t i e s  f o r  business success. A t  l eas t  one cur rent  s t a f f  member 
bel ieves t h i s  happened p a r t l y  because SWs had too few incent ives t o  take 
adequate account o f  the business program and i t s  needs; f o r  they were, a f te r  
a l l ,  no t  admin is t ra t i ve ly  responsib le t o  the SB coordinator. It might be 
expected, therefore, t h a t  advice Jn loans would r e f l e c t  greater  concern f o r  
the soc ia l  work aspects o f  t h e i r  jobs, and less  regard f o r  business 
accountabi 1  i ty. The d i f f i c u l t  tasks (of developing groups f o r  business 
a c t i v i t y  might then be postponed. 

I n  add i t ion ,  the pressures work schedules imposed on f i e l d  s ta f f  were 
f e l t  a l l  the more because they had not  had the amount of encouragement and 
t r a i n i n g  they were l e d  t o  expect; and such assistance and t r a i n i n g  might have 
made b e t t e r  market and c l i e n t  ana lys is  possible, and have f a c i l i t a t e d  group 
development. However, i t  should be noted i n  fa i rness  t h a t  even i n  these 
cases, where the performance has f a l l e n  fa r thes t  below expectat ions, there 
have been notable and promising e f f o r t s  a t  improvement. Local s t a f f  i n  some 
areas have attempted t o  work out  innovat ive  so lu t ions t o  the repayment 
problems, as through e f fo r t s  t o  incorporate l oca l  i n f l u e n t i a l s  i n  the process 
of overseeing loan repayment. Innovations i n  the area o f  group development 
h ~ . ~ e  included work t o  draw on the preparatory work o f  o ther  NGOs so as t o  
shorten the processes of ass i s t i ng  group economic a c t i v i t y ,  and avoid the 
dup l i ca t ion  o f  e f f o r t .  I f  the cur rent  SB Coordinator has h i s  ways there  w i l l  
be added encouragement i n  the  f u t u r e  f o r  these types o f  a c t i v i t i e s ,  and more 
continuous docurnenta t i o n  o f  successes and f a i  1  ures i n  c o l l  ec t i on  and group 
deve 1  opmen t . 

External Orqanizat ional Issues: The NCCK has displayed s e n s i t i v i t y  t o  
i t s  ex terna l  environment. To begin wi th,  i t  has shown an apprec ia t ion o f  the 
p o l i t i c a l  s e t t i n g  i n  which i t  funct ions through e f fo r t s  t o  draw loca l  and 
nat iona l  i n f l u e n t i a l s  i n t o  i t s  operat ional  network. Spec i f i ca l l y ,  i t s  
Nat ional  Task Force Commi t t e e  (NTFC) and regional  equivalents (RTFC) have been 
cons t i tu ted  as advisory bodies t o  l i n k  the parent  body t o  l o c a l  i n f l u e n t i a l s - -  
i n  government, i n  business and i n  churches. The primary j u s t i f i c a t i o n s  are 
t h a t  such a c t i v i t i e s  serve t o  keep the NCCK i n  touch w i t h  i n f l u e n t i a l s  and 
provide means f o r  drawing r e a d i l y  on t h e i r  spec i f i c  knowledge o f  c r i t i c a l  



economic and p o l i t i c a l  mat ters;  and t h a t  t h e  ex is tence o f  these j o i n t  adv isory  
bodies w i l l  d issuade those who m igh t  seek spec ia l  f a v o r s  f rom a t tempt ing  t o  
in f luence SBS dec is ions .  Pol i t i c a l  b u f f e r s  a r e  e s p e c i a l l y  needed i n  Kenya, 
where members o f  par1 iament tend t o  o r i e n t  themsel ves t o  cons t i tuency  se rv i ce  
more than p a r t y  a c t i v i t y  o r  p o l i c y  making. I n  what i s  e s s e n t i a l l y  a  "no- 
p a r t y "  p o l  i t i c a l  system, e l e c t i m s  depend t o  an unsual degree on " d e l i v e r i n g  
the  goods" t o  cons t i t uen ts .  The f a c t  t h a t  SBPs and SWs r e p o r t  l i t t l e  pressure 
from par l iamentar ians  i s  a t t r i b u t a b l e  a t  l e a s t  i n  p a r t  t o  t h e  NCCK's p r e s t i g e  
and the  o rgan i za t i ona l  f i l t e r s  p rov ided by t h e  task  f o r c e  committees, as w e l l  
as l o c a l  church groups. 

The problem w i t h  these e f f o r t s  i s  t h a t  they a r e  i n s u f f i c i e n t .  P o l i t i c a l  
pressures have been f e l t ,  and one MP contacted SBS o f f i c i a l s  i n  Na i rob i  t o  
in te rcede i n  b e h a l f  o f  p rospec t ive  c l i e n t s  du r i ng  t h e  t ime ou r  e v a l u a t i o n  was 
underway. So the re  Ss reason f o r  concern p a r t i c u l a r l y  i f  t h e  NCCK secures 
funds f o r  expanding the  program s u b s t a n t i a l l y .  Moreover, s t a f f  members and 
0-GAP r e p o r t s  suggest t h a t  when presented w i t h  o p p o r t u n i t i e s  i n  t h e  past,  
NCCK1s n a t i o n a l  leaders have n o t  always used the  channels of access t h e i r  
con tac ts  and p r e s t i g e  would have pe rm i t t ed  t o  advance p r o j e c t  i n t e r e s t s .  For  
instance,  l i t t l e  e f f o r t  was apparenr ly  expended t o  push t o  secure customs' 
c learance f o r  t he  promoters motor veh ic les ,  d e s p i t e  t h e  degree t o  which SBP 
ope ra t i ona l  e f f o r t s  were con t i ngen t  on t h e  m o b i l i t y  these v e h i c l e s  would 
prov ide.  I n  a d d i t i o n  n a t i o n a l  NCCK o f f i c i a l s  have l e t  l o c a l  SBPs deal w i t h  
t he  exceedingly h i g h  business 1  i cens ing  fees i n  some c o m u n i t i e s ,  r a t h e r  than 
a t tempt ing  t o  encourage n a t i o n a l  government a c t i o n  t o  secure b l a n k e t  exemp- 
t i o n s  f o r  i n fo rma l  sec to r  f i rms .  Arguments may be made on t h e  m e r i t s  o f  these 
p a r t i c u l a r  cases, b u t  t h e  p o i n t  i s  t h a t  doubts have been r a i s e d  about t h e  
va lue of  d iv idends  from t h e  NCCK1s e f f o r t s  t o  b u i l d  n a t i o n a l  contacts .  I n  
p a r t i c u l a r  some people ques t ion  whether NCCK leaders  have used t h e i r  bargain-  
i n g  resources e f f e c t i v e l y  t o  advance SBS goal s, g i ven  the  r e l a t i v e  b e n e f i t s .  of 
bas ic  p o l i c y  changes i n  such s i t u a t i o n s  as these. 

These p o t e n t i a l  dangers and r~ l issed o p p o r t u n i t i e s  r e f l e c t  a  f a i l u r e  by 
NCCK leadersh ip  t o  view i t s  r e l a t i o n s  w i t h  o t h e r  sec to rs  of t h e  soc ie ty ,  
i n f l u e n t i a l  as w e l l  as powerless, as a p a r t  of a  l a r g e r  s t r a t e g y  of 
m o b i l i z a t i o n ,  c o a l i t i o n  b u i l d i n g  and s o c i a l  change. That i s  t o  say, the  NCCK 
has n o t  y e t  come f u l l y  t o  see how i t s  own e f f o r t s  i n  developing business 
groups are  r e l a t e d  t o  i t s  at tempts t o  improve r e l a t i o n s  w i t h  o t h e r  development 
ass is tance agencies invo lved  w i t h  smal l  en te rp r i se ;  no r  t o  see t h a t  bo th  
a c t i v i t i e s  a r e  af fected by i t s  i n t e r a c t i o n s  w i t h  t he  government and p r i v a t e  
sec to r  business groups. I t s  ex te rna l  o r  a n i z a t i o n a l  behavior  i s  n o t  in formed 
by a  u n i f i e d  s e t  of goals o r  econornica re-- a c t ~ o n  s t ra tegy .  

As an example, t he re  has been no e f f o r t  a t  any s i t e  t o  conduct even a  
rough " i n s t i t u t i o n a l  census" so as t o  determine what o rgan i za t i ona l  a l t e r n a -  
t i v e s  a re  ava i  lab1  e  f o r  b e n e f i c i a r i e s .  NCCK s o c i a l  workers i n  p a r t i c u l  s r  have 
a r i c h  s t o r e  o f  anecdotal  i n f o r m a t i o n  o f  groups o f  va ry ing  types, groups w i t h  
d i f f e r i l l y  i n t e r e s t  i n  and readiness f o r  business a c t i v i t y .  Bu t  n e i t h e r  they 
nor  t he  SBPs have made an e f f o r t  t o  compi le and systemat ize such ma te r i a l  so 
as t o  p rov ide  a  usefu l  f i l e  on group a c t i v i t y ;  nor  have they been encouraged 
by the  NCCK t o  do so. Were such a  f i l e  t o  e x i s t ,  SBPs and SWs cou ld  analyze 



the  types o f  i n c e n t j v e s  pro: ided  i n  successfu l  groups, and how they  have been 
susta ined over  t ime and t h r ~ u g h  processes o f  group development. F i e l d  s t a f f  
would a l s o  be a b l e  t o  t r ack  groups and p rov ide  counsel t o  them, perhaps 
seeking techn i ca l  ass is tance f o r  o t h e r  l o c a l  groups which had accomplishments 
t a  share. Encouraging more network ing a c t i v i t y  amon9 s i m i l a r  groups might  
a l s o  be poss ib le .  They might  as w e l l  be a b l e  t o  encourage group outreach t o  
new i n d i v i d u a l  c l i e n t s .  Such a "census" should a l s o  i n c l u d e  l o c a l  t r ade  and 
manufactur ing assoc ia t ions ,  even though they seldom do more than i n t e r m i t t e n t  
work f o r  in formal  s e c t o r  businesses. For  they might  be helped t o  see how 
t h e i r  work should encompass very  smal l  en te rp r i ses ,  w i t h  t he  NCCK perhaps 
paying a nominal f e e  i n  b e h a l f  o f  i t s  c l  i e n t s  t o  secure mediat ion and t r a i n i n g  
serv ices  f rom business associat ions--as we1 1 as market anzlyses. 

Regional SBS o f f i c e s  have a l s o  done l i t t l e  systemat ic  t r a c k i n g  o f  the  
work o f  o t h e r  agencies-church and secu la r ,  p u b l i c  and p r i v a t e ,  reg iona l ,  
na t i ona l  and i n te rna t i ona l - -wh i ch  work w i t h  i n fo rma l  s e c t o r  business. Yet, 
some contac ts  have been made a t  a l l  l e v e l s  w i t h  such organ iza t ions :  as i n  
Kisumu, where c o l l a b o r a t i o n  w i t h  the Diocese o f  Maseno South and the  
P r o v i n c i a l  O f f i c e  o f  Soc ia l  Serv ices has been one reason f o r  t h e  l a r g e r  than 
average number o f  group p r o j e c t s  there; o'r i n  Nakuru, where t h e r e  has been 
Some u t i  1 i z a t i o n  o f  government business t r a i n i n g  programs, and ~ f f a ~ t $  t o  
c o l  1 aborate w i t h  government cooperat ives o f f i c e s .  These have a t e n t a t i v e ,  
p a r t i a l  q u a l i t y .  When SBPs a r e  asked about expanding them, they have 
r e l a t i v e l y  few ideas. When cons ider ing  c o l  l a b o r a t i o n  w i t h  government, t hey  
a l s o  tend t o  be r e s i s t a n t ,  c i t i n g  government r i g i d i t y  and l a c k  o f  commitment, 
p a r t i c u l a r l y  t o  f o l l o w i n g  up on outreach e f f o r t s .  They may be c o r r e c t  i n  many 
o r  most cases. Here again, the  main p o i n t  i s  n o t  what t he  op t i ons  may be i n  
g iven instances. I t  i s  t h a t  t he re  i s  l i t t l e  e v i d e n t  s t r a t e g y  f o r  work ing w i t h  
government o f f i c e r s ,  o r  f o r  coal  i t i o n  b u i l d i n g  (as w i t h  o t h e r  p r i v a t e  
agencies) t o  encourage more governmental responsiveness and support ,  o r  t o  
supplant  i t  w i t h  p r i v a t ?  i n i t i a t i v e s .  

A more comprehensive i n s t i t u t i o n  b u i l d i n g  s t r a t e g y  would n o t  necessa r i l y  
be c o s t l y .  Rather than c r e a t i n g  p o l i t i c a l  con f ron ta t 'on  o r  adding t o  t he  
burdens o f  s t a f f ,  i t  cou ld  reduce bo th  s ince  i t  would p rov ide  a r e a l i s t i c  
assessment o f  how resources cou ld  be shared and t h e  d u p l i c a t i o n  o f  e f f o r t  
avoided. Moreover, such work should n o t  c o n t r a d i c t  t h e  main goals  and t a c t i c s  
o f  the  NCCK, o r  cause t h k t  o rgan i za t i on  t o  "ge t  l o s t "  among l a r g e r ,  more - powerful grou?s. I he NCCK hhs (; sdnse crf pu rpo ie  t d  i . : b c : . - i ~ ; . ~ t  , L; : I ? ; :  3 ;  

i n f luence and p res t i ge .  And the re  i s  p l e n t y  f o r  o rgan i za t i ons  l i k e  i t  t o  do. 
I t  should be helped r a t h e r  t h a t  i n h i b i t e d  by e f f o r t s  t o  c o l l a b o r a t e  w i t h  
o thers  on the  bas i s  o f  comparative advantages. 

The c e n t r a l  ques t ion  o f  concern here i s  t h i s :  Where does the  NCCK's 
Small Business Schems ,(it i n  the  "web" o f  o rgan i za t i ona l  e f f o r t  d i r e c t e d  a t  
smal l  e n t e r p r i s e  development i n  i t s  t a r g e t  communities? ldhat can be done t o  
advance t h i s  network of a c t i o n ,  so t h a t  the  NCCK's c l i e n t s  may be provided, i n  
a cos t  e f f ec t i ve  way, b e n e f i t s  which w i l l  f i t  t h e i r  needs and those o f  t h e  
community; and a l s o  f a c i l  i t a t e  e f f o r t s  t o  d e l  i v e r  s i m i l a r  program ass is tance 
t o  o the r  i n d i v i d u a l  and group businesses through a l t e r n a t e  ass is tance 
programs?. 



NCCK Implementat ion E f f o r t s :  Summary Comments: I n  t he  wake o f  these 
comnents on o rgan i za t i ona l  behavior  i t  i s  impor tan t  t o  emphasize t h a t  t he  SBS 
p r o j e c t  was b a s i c a l l y  we1 1 managed by  busy and committed s t a f f  members. Only 

! two i n d i v i d u a l s ,  one promoter and one s o c i a l  worker, n e i t h e r  now w i t h  t he  
p r o j e c t ,  were thought by most t o  whom we spoke t o  have f a i l e d  i n  t h e i r  work. 
The s e l e c t i o n  process, t he re fo re ,  was main ly  e f f e c t i v e ,  espec ia l  l y  when a 
s i g n i f i c a n t  amount o f  t ime was taken f o r  a f u l l  d i scuss ion  and comparison o f  
candidates. The main problem, a l ready  st ressed,  was i n  t h e  d i s c o n t i n u i t y  
caused by t h e  l o s s  o f  t h ree  Small Business Coord inators,  and t h e  t r a n s f e r  o f  
one SBP t o  the  p o s i t i o n  o f  coord ina tor ,  i n v o l v i n g  the  l o s s  o f  h i s  no tab le  
e x p e r t i s e  i n  one o f  t he  r e g i o n a l  centers.  (He was l a t e r  l o s t  t o  t h e  p r o j e c t  
as he soon l e f t  the  c o o r d i n a t o r ' s  j o b  as w e l l  .) 

Otherwise, l o c a l  adv isory  committee members we in terv iewed,  a long w i t h  
c l  i e n t s  and donor representa t i ves ,  expressed admi ra t i on  f o r  t he  p r o j e c t  
managers a t  a l l  l e v e l s .  They saw them as open and adapt ive,  and commented 
p o s i t i v e l y  on the  changes which they had made i n  bas i c  admin i s t ra t i ve '  p o l  i c y  
i n  response t o  requests. There was s t r o ~ g  p r a i s e  f o r  t he  UCIP D i r e c t o r ,  Ms. 
Kadzo Kogo, who had been w i t h  t he  p r o j e c t  f rom the  beg inn ing  and was a force 
i n  seeing t h a t  i t s  purposes were kept  c l e a r l y  i n  focus i n  t h e  s e l e c t i o n  o f  
personnel and the  o v e r a l l  management o f  a c t i v i t i e s .  However, t he  f a c t  t h a t  
she i s  respons ib le  f o r  s i x  separate d i v i s i o n s  w i t h i n  t he  UCIP, o f  which t h e  
SBS i s  o n l y  one, made i t  d i f f i c u l t  f o r ' h e r  t o  ma in ta in  t h e  type  o f  con tac t  
w i t h  t he  p r o j e c t  she might  have. Th is  may have prevented he r  from a s s i s t i n g  
the  new SB Coordinators t o  master  t he  NCCK bureaucracy and thereby t o  
f a c i l i t a t e  communication and c o o r d i n a t i o n  w i t h  and among t h e  f i e l d  s t a f f ;  i t  

.may a l s o  have prevented her  f rom seeing t h a t  t he  s o c i a l  workers--who were 
under a separate d i v i s i o n  o f  t h e  UCIP-were t a k i n g  an a c t i v e  r o l e  i n  business 
fo l low-u as w e l l  as promotion. Nevertheless, Ms. Kogo has been the  most 

, -7-f power u and p o s i t i v e  f o r c e  i n  t he  NCCK smal l  business e f f o r t s  and needs t o  be 
commended s t r o n g l y  f o r  her  accomplishments under d i f f i c u l t  circumstances. In  
add i t i on ,  she and he r  co l league a l s o  deserve spec ia l  p r a i s e  f o r  t h e i r  
to le rance of t he  repeated v i s i t s  and quest ions o f  e a r l y ,  mid, mid- la te,  and 
end-of -pro ject  evaluators.  No p r o j e c t  s t a f f  cou ld  have been quer ied  more p e r  
d o l l a r  granted. 

There was s u b s t a n t i a l  a p p r e c i a t i o n  f o r  the  t a l e n t s  o f  the  Sra11 Business 
Coordinators, though most had l i t t l e  oppo r tun i t y  t o  make a mark on t h e  
program. The most recent  (and, i t  i s  hoped, the  most durab le )  Coordinator,  
M.M. Chege seems t o  be h i g h l y  regarded f o r  h i s  exper ience and h i s  h i g h  
standards o f  performance. He appears ab le  t o  p rov ide  s t a f f  members w i t h  a 
sense t h a t  they are  i nvo l ved  i n  an important ,  long- term e f f o r t .  The 
eva lua to rs  were a l s o  impressed w i t h  these t r a i t s ,  and w i t h  h i s  a n a l y t i c  
a b i l i t i e s .  

Most o f  t he  SBPs and SWs have been w i t h  the  SB p r o j e c t  s i nce  the  
beginning--or  even l onge r  i n  t h e  case o f  the  SWs. The s o c i a l  workers 
general  l y  have more Formal academic t r a i n i n g  i n  t h e i  r respec t i ve  spec la1  t i e s  
than do the  business promoters, s i nce  o n l y  one of  t he  l a t t e r  has any t r a i n i n g  
beyond secondary school. S t i l l ,  bo th  groups o f  p ro fess iona l s  s t ruck  the  
e v a l u i t o r s  as competent, w i t h  t h e  SBPs c l e a r l y  hav ing  p icked up through 



short-term courses and experience a s o l i d  body o f  knowledge i n  t h e i r  areas o f  
responsi b i  1 i ty .  Moreover, the concern t h a t  5,ocial workers and business 
promoters would not  be able t o  work wel l  together seems t o  have been 
misplaced. These ind iv idua ls  have d i f f e r e n t  t a l en t s  and perspectives and 
where one SBP o r  SW i s  p a r t i c u l a r l y  strong, another may not  be, and v i c e  versa. 
They tend t o  innovate and show strengths i n  d i f f e r e n t  areas of a c t i v i t y .  On 
the whole t he  impression given the eva luat ion team was o f  a group o f  
i nd i v i dua l s  who have much t o  con t r ibu te  t o  t h e i r  cl ients--and a lso  t o  each 
other. 

I t  would be good f o r  these i nd i v i dua l s  t o  nave more oppor tun i t i es  t o  meet 
t o  share ideas and lea rn  from each other. They need t o  have t ime t o  r e f l e c t  
on p ro j ec t  operat ions and po ten t ia l .  They could p r o f i t  g r e a t l y  from a 
discussion o f  t n e i r  cur rent  management informat ion system. Though some f i e l d  
s t a f f  have done q u i t e  a good job i n  c o l l e c t i n g  data on the economic and soc ia l  
aspects o f  the  small business program, adequate records do no t  e x i s t  on 
a c t i v i t i e s  i n  most s i tes .  Perhaps the process of data c o l l e c t i o n  should be 
streamlined, as some SBPs have suggested; o r  some assistance could be provided 
t o  help i n  compil ing the necessary information. However, whatever e l se  i s  
done, i t  w i l l  a l so  be necessary t o  a s s i s t  the f i e l d  s t a f f  i n  developing means 
f o r  making the data more i n t eg ra l  t o  p r o j e c t  operations. Even those w i t h  good 
data do not  u t i l i z e  the informat ion gathered o r  have a c l ea r  idea of what type 
of data i s  most worth c o l l e c t i n g  and using. 

Management Issues f o r  NCCK i n  the  Future: One issue which the NCCK 
confronts i s  the ~ o t e n t i a l  admin is t ra t i ve  reform o f  the SBS manaaement. The - - ~ -  - -  ~ - 

Council i s  cu r ren t l y  consider ing a r es t r uc tu r i ng  o f  i t s  SG program. changes 
are s t i l l  being dfscussed b u t  seem 1 i k e l y  t o  invo lve a stronger, more separate 
i d e n t i t y  f o r  t he  business development program. There ' w i l l  be separate' 
accounting funct ions, more soc ia l  work personnel i n  f i e l d  s i t e s  working on 
group development--and working d i r e c t l y  under the auspices of t he  coordinator. 
These changes are  l i k e l y  t o  make the p ro j ec t  more e f f ec t i ve .  The i r  impact, 
however, w i l l  t u r n  on a number o f  things, i nc lud ing  personnel select ion,  
con t i nu i t y  i n  top leadership posts, and t he  w i l l i ngness  o f  the organ izat ion t o  
provide incent ives ( inc lud ing  t r a i n i n g )  t o  f i e l d  s t a f f .  

The organ izat ion w i l l  a1 so need t o  prepare adequate contingency plans f o r  
a much more extensive program. Should NCCK receive from A I D  o r  elsewhere the 
resources i t  seeks f o r  phase two o f  the SBS, i t s  business assistance e f f o r t s  
are 1 i k e l y  t o  he more extensive. There i s  1 i k e l y  t o  be pressure f o r  more work 
i n  r u r a l  areas, which NCCK seeks t o  undertake i n  any event. There w i l l  almost 
c e r t a i n l y  be more money t o  dispense. Consequently, the need f o r  regional  
market analysis a t  the various s i t e s  w i l l  grow, so as t o  see t h a t  assistance 
i n  the c i t i e s  and r u r a l  areas i s  complementary. (When f irms aided i n  t he  c i t y  
have backward l i n k s  t o  r u r a l  areas, the ef fect  i s  t o  m u l t i p l y  the impact of 
l i m i t e d  loan funds.). There w i l l  a l so  be a need f o r  " i n s t i t u t i o n a l  marketing" 
as NCCK should work t o  make i t s  comparative advantages c l e a r  t o  o ther  
organizat ions working f o r  s i m i l a r  goals, wh i le  i n  t u r n  t r y i n g  t o  draw on 
support others can nrovide--as i n  group development--without dup l i ca t i ng  it. 
This a l l  w i l l ,  i n  w n ,  increase the premium on s t a f f  t r a i n i n g  and coordina- 
t ion .  Staff t r a i n i n g  needs w i l l  a lso  grow since there w i l l  be new personnel 



h i r ed  a t  a l l  leve ls .  This w i l l  tend t o  increase the need f o r  con t i nu i t y  i n  
top management echelons. However, since the SB Coordinator w i l l  have a l a rge r  
staf f ,  more autonomy (and perhaps greater  sa lary)  the possi b i  1 i t i e s  o f  keeping 
a person i n  t h i s  s l o t  w i l l  be increased. 

A I D ' S  Role i n  Pro jec t  Management - 
The NCCK sma'i business p ro j ec t  was funded under a c e n t r a l l y  administered 

Operational Program Grant (OPG). The p ro j ec t  was designed f o r  funding under 
the Accelerated Impact Program (AIP) which provided f o r  quick turnaround f o r  
p ro j ec t  approval, and was designed t o  promote the  type o f  experimental e f f o r t  
the NCCK p ro j ec t  represented. The p ro j ec t  was ac tua l l y  not  funded more 
qu ick ly  than i t  would otherwise have been through a mission sponsored OPG. 

The SBS was a lso  selected t o  have a r e l a t i onsh ip  t o  the PISCES pro jec t ,  
given the promise o f  i t s  experimental e f f o r t  t o  reach the microsector  
entrepreneur. Therefore, i t  was t o  be associated w i t h  DS/UD (now ST/RD) acd 
through t h i s  o f f i c e  a lso  w i t h  the Development GAP, one o f  three consu l t ing  
groups working w i t h  the PISCES project .  Therefore, the p ro j ec t  was t o  be 
managed i n  the f i e l d  by USAIDIKenya, funded on the American s ide by AFR/RA1s 
Accelerated Impact Program, and assi  sted i n  t he  devel opmeqt o f  management 
s t ra tegy and informat ion gathering by another A I D  pro jec t .  There was p o s i t i v e  
po ten t ia l  i n  t h i s .  I t  would a l low f o r  separate moni tor ing o f  a c t i v i t i e s  from 
somewhat d i f f e r i n g  perspectives. USAID/Kenya would perhaps have 
respons ib i l i t y  f o r  ascer ta in ing the e f fec t iveness and accoun tab i l i t y  o f  the 
e f for ts ,  wh i le  D-GAP (doing some o f  t he  same th ings and thus ass i s t i ng  
USAIDIKenya) would a lso be able t o  study the  p ro j ec t  as an experimental 
undertaking. Perhaps implementors would receive more advice t h i s  way than 
otherwise. Moreover, t h i s  type o f  management e f f o r t  should f a c i l i t a t e  the 
autonomous development o f  the  SBS, assuming t h a t  the USAID/Kenya manager and 
consultants were not  a t  loggerheads as t o  the nature o f  p ro j ec t  a c t i v i t i e s .  
They seem not  t o  have been. 

The po ten t ia l  d i f f i c u l t i e s  w i t h  t h i s  arrangement, however, are obvious. 
NCCK might be monitored twice and i n  somewhat incons is tent  ways on some 
occasions, and not  a t  a l l  i n  others. I n  a t  l e a s t  one case t h i s  probably had a 
negative impact on the pro jec t .  Late i n  1983 the  NCCK was t o  sponsor o r  
conduct f i e l d  work f o r  a required soc ia l  impact evaluat ion.  The Development- 
GAP consultants favored a l l ow ing  a great  deal o f  independence t o  the NCCK i n  
se lec t ing the evaluat ion team and designing t he  questionnaire. Dibdgreements 
developed a t  t h a t  p o i n t  between the USAID p r o j e c t  manager and D-GAP consul t -  
ants about the appropr iate r o l e  o f  top NCCK s t a f f  i n  t h i s  e f f o r t ,  and a 
decis ion was made t o  r e j e c t  the NCCK's p lan t o  provide add i t i ona l  remuneration 

> $ '  f o ~  any of i t s  s ta f f  members involved i n  the evaluation. Some d i f fe rences of 
I I opinion a lso  developed as t o  the appropriateness o f  USAID and 0-GAP personnel 

suggesting. research design s t ra teg ies  and reviewing d r a f t  questionnaires. 
Precedent d i d  e x i s t  f o r  t h i s  type o f  i n te rven t ion ,  as w i t h  the outs ide 
i nvol vement i n  the design on the SBS informat ion system. However, USAID/Kenya 
and the Development GAP f a i l e d  t o  come t o  a d e f i n i t e  decision, i n  p a r t  because 
'the Development GAP consul tants were no t  then i n  Kenya, and p a r t l y  because o f  
the t r u s t  which USAID had i n  the personnel involved. 



D i f f i c u l t i e s  w i t h  t h e  a c t u a l  f i e l d  work f o r  t h e  s o c i a l  impact s tudy were 
soon ev ident .  They were c rea ted  i n  p a r t  because the  research design and 
survey ins t rument  were n o t  adequate, and i n  p a r t  due t o  i n s u f f i c i e n t  e f f o r t  
made i n  t he  s e l e c t i o n  and t r a i n i n g  o f  f i e l d  s t a f f .  GIhat cou ld  have been a 
capstone f o r  t he  p r o j e c t ' s  e f f o r t s ,  i l l u s t r a t f n g  p a t t e r n s  o f  s o c i a l  impact i n  
d e t a i l  over  t ime, f a i l e d  t o  accomplish these goals.* Moreover, 1  i t t l e  e f f o r t  
was made t o  work w i t h  NCCK f i e l d  personnel i n  t he  e v a l u a t i o n  process. Whi le 
i t  would have been i napp rop r i a te  f o r  them t o  conduct t h e  i n te rv iews ,  they 
should have had some chance t o  con!;ider t he  ques t ionna i re  and how the  i tems 
i nc luded  r e f l e c t e d  on t h e i r  own p r i o r i t i e s  and no t i ons  o f  success; how, i n  
shor t ,  t he  i n d i c a t o r s  o f  s o c i a l  change used migh t  be incorpora ted  i n  t h e i r  . 
work. Moreover, through such consu l ta t i on ,  the  p r i n c i p a l  i n v e s t i g a t o r  migh t  
have p icked up t i p s  f rom t h e  f i e l d  s t a f f  on means f o r  generat ing b e t t e r  
responses, s ince one o f  t he  most d i sappo in t i ng  p a r t s  o f  t h e  s tudy was the  
80-90 percent  "no .answersH o r  " d o n ' t  knows" r e g i s t e r e d  as responses t o  t h e  

. 
most c r i t i c a l  quest ions. I n  p rev ious  contac ts  w i t h  c l i e n t s ,  SBPs and SWs a l s o  
have had problems i n  data c o l l e c t i o n ,  b u t  n o t  n e a r l y  as severe as t h a t  
repo r ted  i n  t h i s  case. 

I n  any event,  t h i s  i s  one example o f  where t h e i r  may have been "s l ippagen 
caused by i n s u f f i c i e n t l y  de f i i l ed  r e s p o n s i b i l i t y  f o r  p r o j e c t  cve rs igh t .  I t  
happened t o  be an impor tan t  b u t  n o t  v i t a l  p a r t  o f  p r o j e c t  a c t i v i t y .  Of 
g rea te r  importance was the  apparent f a i l u r e  on the  p a r t  o f  p r o j e c t  managers t o  
deal e a r l i e r  w i t h  repayment problems and w i t h  t he  tu rnove r  i n  p r o j e c t  manage- 
ment, desp i t e  G-GAP'S f l a g g i n g  o f  these problems. Some problems were a l s o  
mentioned i n  e a r l y  r e p o r t s  regard ing  the  reimbursement of NCCK p r o j e c t  
expenditures. According t o  t h e  p r o j e c t  agreement, t he  NCCK was t o  rece i ve  
advances aga ins t  l a t e r  c la ims,  b u t  o n l y  i f  est imated month ly  expendi tures were 
submit ted i n  ddvance. AID payments were sometimes delayed u n t i l  a f t e r  t h e  
NCCK had i ncu r red  expenses, b u t  apparent ly  o n l y  because advance est imates were 
no t  submit ted, o r  were submit ted a f t e r  p resc r i bed  deadl ines.  

On the  whole, as l a t e r  d iscuss ions  w i l l  f u r t h e r  i l l u s t r a t e ,  t he  r e l a t i o n -  
sh ips  amorig t he  mon i to r i ng  agencies and between them and the  NCCK were good. 
NCCK o f f i c i a l s  perceived few d i f f i c u l t i e s  and were a p p r e c i a t i v e  o f  the  
ass is tance provided. Where the re  were suggest ions f o r  change i n  the  f u t u r e  
they r e l a t e d  l ess  t o  A I D  management a c t i v i t i e s  than the  l e v e l  o f  fund ing  
a v a i l a b l e .  - 
The Development GAP and P r o j e c t  Management 

The Development GAP'S consul tancy serv ices  were favo rab l y  reviewed by 
NCCK s t a f f .  The consu l tan ts  themselves were admired f o r  t h e i r  knowledge and 
experience, and we1 1 l i k e d  pe rsona l l y .  There was a s t rong  sense t h c t  they 
were the re  t o  h e l p  and had t h e  s k i l l s  and commitment t o  be e f fec t i ve .  
Moreover, t h e  consensus on the  p a r t  o f  NCCK s ta f f  seems t o  be t h a t  ass is tance 
o f  t he  type  t h e  Development GAP p rov ided w i l l  con t inue  t o  be o f  va lue f o r  the  
Small Business Scheme i n  the  fu tu re .  

*More d e t a i l  f rom and about t h i s  survey w i l l  be p rov ided be1 ow. 



From t h e  perspec t ive  o f  t h e  K C K ,  t h e  Development GAP'S major 
c o n t r i b u t i o n s  a re  as f o l l o w s :  

1. The development o f  a  management in fo rmat ion  system. There was 
admi ra t ion  f o r  t he  MIS, desp i t e  t h e  f a c t  t h a t  n o t  a l l  o f  t h e  expected 
data were produced a t  t h e  l e v e l  o f  accuracy sought, no r  a l l  t h e  e x i s t i n g  
data w e l l  used. The f e e l i n g  was t h a t  t h e  work done i n  developing and 
adminis ter i .39 the  system gave coherence t o  p r o j e c t  a c t i v i t i e s .  It fo rced  
promoters t o  t h i n k  more s y s t e m a t i c a l l y  than they  o therw ise  would have 
about what they were doing; and t o  face  e a r l i e r  and more d i r e c t l y  than 
they migh t  have the  consequences o f  t h e i r  ac t ions .  

2 .  I t s  impact on s ta f f  s k i l l s  and s e l f  conf idence. The 0-GAP 
consul tancy was seen as having prov ided impor tan t  t e c h n i c a l  i n fo rma t i on  
on i n fo rma l  sec to r  assistance,. p r o v i d i n g  s p e c i f i c  and u s e f u l  guidance i n  
many cases. Two o f  t he  SBPs were ab le  t o  r e c a l l  adv ice  which had changed 
t h e i r  mode o f  operat ions. Moreover, these SBPs f e l t  t h a t  t he  consu l tan ts  
had g iven  them something l e s s  tang ib le ,  b u t  even more important .  Th is  
was the  sense t h a t  what was be ing  done was manageable and use fu l .  The 
consu l tan ts  achieved a1 1 t h i s ,  t hey  f e l t ,  because of t h e  consu l tan ts '  
s k i l l s  and e f f o r t ,  and a l s o  because o f  t h e i r  involvement w i t h  in fo rmal  
sec tor  p r o j e c t s  i n  o t h e r  count r ies .  

3. I t s  accomplishments i n  advancipg t h e  i n t e g r i t y  and autonomy of t he  
program. Though i n  a sense i t  was n o t  t h e i r  job,  D-GAP consu l tan ts  
became s i g n i f i c a n t  "watchdogs" f o r  t h e  p r o j e c t .  T h e i r  mon i to r i ng  system 
was designed t o  b r i n g  problems t o  t h e  a t t e n t i o n  of proper  a u t h o r i t i e s  
e a r l y  on. I t  was a l s o  t o  i n d i c a t e  why c e r t a i n  t h i n g s  were work ing and 
should be supported. However, the  consu l tan ts ,  through t h e i r  presence 
from t ime t o  t ime i n  Kenya, and t h e i r  f o r t h r i g h t n e s s  i n  express ing 
support  and concern, were b e l i e v e d  a l s o  t o  have made i t  e a s i e r  f o r  UCIP 
and SBS o f f i c i a l s  t o  ge t  t h e  a t t e n t i o n  o f  t h e i r  co l leagues and super io rs .  
The UCIP D i r e c t o r  f e l t  s t r o n g l y  t h a t  the  U-GAP'S presence, and t h e  
a v a i l a b i l i t y  of the  i n fo rma t i on  base they had helped t o  c rea te ,  were 
use fu l  counterbalances a t  a l l  stages of p r o j e c t  development and 
operat ion,  aga ins t  spec ia l  i n t e r e s t s  o r  personal .  con tac ts  as i n f l uences  
on personnel and p o l i c y  decis ions.  She was n o t  be ing  c r i t i c a l  o f  
s p e c i f i c  i n d i v i d u a l s ,  n o t  imp ly ing  t h a t  t he  0-GAP was the  on l y  o r  major  
source of the  p r o j e c t ' s  independence and i n t e g r i t y ;  and t h i s  i s  a 
c r i t i c a l  po in t .  For what she was say ing  i s  t h a t  i n  any new e f f o r t  i t  
takes t ime t o  evolve processes o f  making dec is ions  and ach iev ing  
consis tency between bas i c  goals and day t o  day s t ra tegy .  Wi th  t he  0-GAP 
p r o v i d i n g  da ta  and mediat ion serv ices ,  i t  was e a s i e r  t o  generate 
concrete, e f f ec t i ve ,  and t e c h n i c a l  guide1 i nes f o r  dec is ions  , bo ls te red  
w i t h  s p e c i f i c  in fo rmat ion  on bas i c  p r o j e c t  needs. 

Despi te  t he  p o s i t i v e  f e e l  ings about t he  Development GAP'S cont . r ibu t  ions, 
t he re  were some c r i t i c i s m s  of t h e i r  a c t i v i t y  and suggestions as t o  how they 
might  have f u r t h e r  increased t h e i r  e f f ec t i veness .  



1. One c r i t i c i s m  which we d i d  n o t  hear, b u t  suspect was made i n  p r i v a t e  
by NCCK o f f i c i a l s ,  i s  suggested by the  comen ts  on t h e  consu l tancy 's  
success: When s t a f f  i s  as busy as NCCK s t a f f  seems t o  be, even f r i e n d l y  
v i s i t o r s  can be a  burden. And t h e  D-GAP consu l tan ts  came q u i t e  o f t en ,  
asked f o r  data, and needed t o  be supported l o g i s t i c a l l y .  The eva lua t i on  
team f e l t  some o f  t h i s ,  as we fo l lowed i n  t h e  wake o f  t h e  e a r l i e r  e f f o r t .  
The value o f  c o n s u l t i n g  serv ices  needs t o  be balanced aga ins t  these 
costs.  Ev iden t l y ,  the  NCCK was, and i s ,  prepared t o  "pay" such a b i l l ,  
as the  p r i c e  f o r  knowledge b u i l d i n g  i n  an experimental  p r o j e c t ,  w i t h  an 
expec ta t ion  o f  subsequent gains. 

2. The advantages prov ided by t h e  D-GAP consultancy migh t  have been 
preserved, and the  burdens minimized i f  a  Kenyan o rgan i za t i on  had been 
a v a i l a b l e  f o r  t h e  same serv ices .  Such an o r g a n i z a t i o n  would obv ious l y  be 
more ab le  t o  " i n t e r f e r e "  w i t h  operat ions,  b u t  a l s o  cou ld  b e t t 2 r  schedule 
adv isory  work t o  correspond t o  t he  needs o f  t h e  r e c i p i e n t  agency. 

3. The p r o j e c t  mon i to r i ng  system cou ld  have been s impler .  The data 
c o l l  e c t i o n  and r e p o r t i n g  procedures were designed t o  g i v e  f u l l  informa- 
t i o n  f o r  p r o j e c t  dec is ions,  and t o  p rov ide  means f o r  t e s t i n g  the  
e f f ec t i veness  o f  a1 t e r n a t i v e  i npu ts ,  However, many of the  i tems sought 
a re  very d i f f  i c u l  t t o  secure from in fo rma l  sec to r  entrepreneurs, assuming 
a  d e s i r e  f o r  accuracy! (Was the re  some reason why experienced consul-  
t a n t s  would have thought i t  poss ib le  t o  secure the  f u l l  range o f  
in fo rmat ion  sought? Was i t  o n l y  because o f  t he  presence of f u l l - t i m e  
SBPs, t r a i n e d  f o r  these opera t ion?)  I n  r e t r o s p e c t  i t  appears t h a t  by 
us ing  a  l ess  complex form and seeking o n l y  t he  most c r i t i c a l  in fo rmat ion ,  
the  qua1 i ty o f  t h e  comparat ive data migh t  have been h igher .  

4. SBPs f e l t  t h a t  more t ime cou ld  have been spent i n  h e l p i n g  them t o  
understand the  u t i l i t y  o f  da ta  c o l l e c t i o n .  Th i s  migh t  have i nvo l ved  more 
t r a i n i n g  e f f o r t s  than the  D-GAP was prepared t o  prov ide;  o r  a l t e r n a t i v e  
t r a i n i n g  e f f o r t s  by the  NCCK i t s e l f .  I n  any event, p a r t  of the  
"complex i ty"  problem discussed above may have been a  t r a i n i n g  problem. 
Could 0-GAP consu l tan ts  have g iven  more o r  b e t t e r  examples concerning 
data c o l l e c t i o n ,  app rop r i a te  ways o f  ask ing  f o r  c e r t a i n  th ings ,  e t c ?  
Couid they have done more t o  suggest ways o f  us ing  the  data i n  t h e  f i e l d ?  
SBPs seemed t o  f e e l  t h a t  t he  answer was yes, desp i t e  t h e  p o s i t i v e  
fee l ings  they had f o r  t he  D-GAP. The goals  o f  t he  e f f o r t  cou ld  have been 
b e t t e r  exp la ined t o  some SBPs. 

F i n a l l y ,  i s  t h i s  adv isory  model c o s t  e f f e c t i v e ?  The UCIP D i r e c t o r ,  Ms. 
Kogo, f e e l s  t h a t  the  consultancy serv ices  we,-e h i g h l y  e f f e c t i v e  and e a s i l y  
wor th  the  costs .  Other s t a f f  members have echoed t h i s  conclus ion,  and 
i n d i c a t e d  t h a t  new o rgan i za t i ons  o r  programs need the  type of med ia t ion  which 
an independent and respected c o n s u l t i n g  f i r m  can prov ide.  Studies o f  
development p r o j e c t s  i n d i c a t e  t h a t  i n t e r n a t i o n a l  f-i rms and p r i v a t e  v o l u n t a r y  
o rgan iza t ions  can b r i n g  spec ia l  c a p a b i l i t i e s  i n  t h i s  regard, as they stand 
ou ts ide  of  o rgan i za t i ona l  p o l i t i c s  and can p rov ide  v i s i b i l i t y  and support ,  
e s p e c i a l l y  when backed by major  donor o rgan iza t ions .  Because o f  these 
fee l ings ,  Ms. Koyo i s  i n c l u d i n g  a  request  f o r  s i m i l a r  suppor t  (by a Kenyan 



c o n s u l t i n g  group, i f  p o s s i b l e )  f o r  f u t u r e  SBS a c t i v i t i e s .  T h i s  conc lus ion  may 
be accurate b u t  t h e  s p e c i f i c  lessons drawn too narrow. It wculd be approp- 
r i a t e  now f o r  t he  NCCK t o  look t o  Kenyan banks, u n i v e r s i t i e s ,  chambers of 
comerce ,  o t h e r  NGOs, f o r  a i d  i n  t r a i n i n g  and med ia t ion  s ince  some of these 
o rgan i za t i ons  have been gear ing  up t o  support  SED. The NCCK i s  s t rong enough 
t o  c o l l a b o r a t e  w i t h  such bodies t o  accomplish some o f  t h e  same purposes sought 
by 0-GAP. It i s  t h i s  type o f  network ing e f f a r t  which migh t  generate e f f ec t i ve  
"phase two" consul tancy r e l a t i o n s .  

Summary: P r o j e c t  Manaqement and t h e  Implementat ion Process. - 
The management o f  t he  SBS p r o j e c t  was g e n e r a l l y  q u i t e  good. There were 

impress ive accompl i shments , p a r t i c u l a r l y  g iven  the  smal l  budget and t h e  scope 
of t he  e f f o r t .  Th is  success i s  a t t r i b u t a b l e  i n  l a r g e  measure t o  t he  s k i l l  and 
e f f o r t  o f  NCCK s t a f f ,  and the  suppor t  they had f rom the  Development GAP and 
A ID .  Perhaps even more impress ive and promis ing f rom a management perspec t ive  
i s  how the  o rgan i za t i on  has learned f rom pas t  e f f o r t s  and moved t o  adopt 
changes l i k e l y  t o  t i g h t e n  management procedures and improve s t a f f  t r a i n i n g  and 
communication. 



I I I. PROJECT IMPACTS 

I n t r o d u c t i o n :  Usinq Systems Impact Ana lys is  

A t  a  recen t  se r i es  o f  AID and PVO-sponsored workshops i n  Washington, 
p a r t i c i p a n t s  f rom a  number o f  donor and academic i n s t i t u t i o n s  sought t o  
e s t a b l i s h  g u i d e l i n e s  f o r  t he  e v a l u a t i o n  o f  smal l  e n t e r p r i s e  p ro jec t s .  The 
gu ide l i nes  which were produced c a l l  f o r  a  v a l u a t i o n  o f  p r o j e c t s  i n  terms o f  
t h ree  general  standards: f i r s t ,  t h e  approach t o  SE development which t h e  
o rgan i za t i on  i t s e l f  takes, r e f l e c t i n g  what i t  t h i n k s  i s  impor tan t  among the  
changes i t  seeks t o  b r i n g ,  and i n  what sequence the  changes migh t  be expected 
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t o  appear; second, what c o n s t r a i n t s  and o p p o r t u n i t i e s  a re  prov ided by  t h e  
p r o j e c t  s e t t i n g ;  and t h i r d l y ,  t o  what e x t e n t  has t h e  p r o j e c t  generated changes 
which a re  economical ly  sound and which a l s o  f i t  the  expec ta t ions  and needs o f  1 

d i r e c t  b e n e f i c i a r i e s  and t h e  broader  community. I n  t e r n s  o f  t h e  l a t t e r  
category o f  b e n e f i t s ,  t he re  i s  concern f o r  f o u r  s p e c i f i c  types o f  !'value 
added". Impacts a re  t o  be measured i n  terms o f  t h e  p r o j e c t ' s  e f f e c t  on (a)  
business en te rp r i ses ,  i n d i v i d u a l  and group; ( b )  t he  l i nkages  between f i r m  
a c t i v i t y  and t h e  l o c a l  econom ; ( c )  human and s o c i a l  development ( i n c l u d i n g  
fami ly  and community b e n e f i t s  3 ; and (d )  i n s t i t u t i o n  b u i l d i n g ,  i n v o l v i n g  n o t  
on l y  the  development of implementing bodies, b u t  o f  suppor t  networks o f  
complementary o rgan iza t ions  i n  t h e  p u b l i c  and p r i v a t e  sectors.  We seek t o  
eva lua te  t h e  SBS on the  bas i s  o f  these c r i t e r i a .  

I t  would normal ly  be i n a p p r o p r i a t e  t o  apply  newly devised standards t o  
assess a  p r c j e c t '  s  impact. However, these standards were designed w i t h  
subs tan t i a l  i n p u t  f rom o rgan i za t i ons  s i m i l a r  t o  NCCK and sympathet ic t o  i t s  
approach t o  development. Moreover, 8s noted, the  proposed eva lua t i on  frame- 
work c a l l s  f o r  a f u l l  account ing o f  t h e  p a r t i c u l a r  approach of an o rgan i za t i on  
i n  assessing "weights" t o  t he  va r i ous  ca tegor ies  o f  bene f i t s .  For  an orga- 
n i z a t i o n  w i t h  a  s t rong s o c i a l  commitment, such as NCCK, t h e  methodology c a l l s  
f o r  a t t r i b u t i n g  p a r t i c u l a r  emphasis t o  p r o j e c t  impact on human choices and 
s t r u c t u r a l  change. A1 so, i n  tempering b e n e f i t s  assessment w i t h  a  concern f o r  
p r o j e c t  context ,  i t  o f f e r s  supplementary means f o r  checking on t h e  accuracy 
and f a i r n e s s  o f  conclus ions regard ing  b e n e f i t s  de l i ve red .  

I n  any event,  these ca tegor ies  seem very c lose  t o  those s e t  down i n  t h e  
o r i g i n a l  SBS p r o j e c t  design, and t o  c u t  across t h e  l i s t  o f  p o t e n t i a l  outputs,  
purposes and goals  the  p r o j e c t  was designed t o  f u l f i l l .  For instance, t he  
NCCK's e f f o r t  was f i r s t  geared t o  t h e  p r o v i s i o n  o f  ass is tance t o  in formal  
sec to r  businesses, o r  t o  a s s i s t i n g  people t o  s t a r t  smal l  en te rp r i ses .  Th is  
would increase employment and income among the  poorest  members of soc ie ty .  
Increased income t o  entrepreneurs and workers ( i f  w i d e l y  d i s t r i b u t e d )  would 

' presumably redound t o  the  bene f i t  o f  many o f  t he  poorest  f a m i l i e s ,  and t o  t he  
e x t e n t  businesses cou ld  be made sus ta inab le  through c r e d i t  ass is tance and 
advice,  such b e n e f i t s  would cont inue. The lend ing  agency should then be ab le  
t o  secure l o a n  repayments a t  a r a t e  s u f f i c i e n t  t o  a l l o w  f o r  a d d i t i o n a l  - 
lending. I n  a d d i t i o n ,  t he  w ide r  comnunity should be p o s i t i v e l y  af fected by 
the  channel ing of t h i s  new income i n t o  consumer purchases o r  savings; and by 
the  increased ava i  l a b i  1  i ty and v a r i e t y  of goods. F ina lqy ,  i n d i v i d u a l  en t re -  
preneurs, t h e i r  f am i l i es  and o thers  i n  t he  community should a l s o  rece i ve  l ess  



t a n g i b l e  b e n e f i t s ,  i n c l u d i n g  an increased sense o f  choice, se l f - con f i dence  and 
se l  f s u f f i c i e n c y .  

These changes i n  t u r n  should s t rengthen t h e  NCCK as a  development body, 
making i t  capable o f  sus ta in ing  and expanding on c u r r e n t  gains. I t s  reputa-  
t i o n  and v i s i b i l  i ty would encourage c o l l a b o r a t i v e  r e l a t i o n s  w i t h  development 
agencies hav ing  s imi  1  a r  purposes, emphasizing t h e  comparative advantage of 
each and s t rengthen ing  the  o v e r a l l  e f f o r t .  Such organ iza t ions  and networks 
cou ld  become e f f e c t i v e  rep resen ta t i ves  o f  t he  poor i n  a  compe t i t i ve  p o l  i t i c a l  
economy, c r e a t i n q  new forms o f  med ia t ion  f o r  i n d i v i d u a l s  u s u a l l y  i s o l a t e d  and 
e x p o s d l  The c e n t r a l  quest ions,  t he re fo re ,  a r e  these: Which elements o f  t h i s  
p a t t e r n  a re  v i s i b l e ?  And a r e  t h e  i n t e r - r e l a t i o n s h i p s  of outputs,  purposes and' 
qoals  v i s i b l e  a t  t he  end o f  t he  t h r e e  y e a r  q r a n t ?  Where they are  n o t  v i s i b l e  
as expected, what f a c t o r s  i n  t he  NCCK approach o r  t he  p r o j e c t  con tex t  should . - 

be assessed - f o r  m i  t i  g a t i  ng circumstances?'  

Cost f ac to rs  a r e  obv ious ly  c r i t i c a l  as w e l l .  What has t h e  p r o j e c t  
expended? What evidence i s  t he re  t h a t  t h i s  money bought more b e n e f i t s  f o r  the  
poor than some o t h e r  appreach? A l t e r n a t i v e l y ,  i f  we assume t h a t  t he  b e n e f i t s  
c rea ted  are  g e n e r a l l y  sa t i s fac to ry ,  what savings a re  p o s s i b l e  i n  generat ing 
t h e  same type and l e v e l  o f  benefit:' 

As a means o f  answering these quest ions,  the  eva lua t i on  team drew on a  
l a r g e  base o f  data and ana l ys i s ,  The base inc luded bas i c  p r o j e c t  design 
documents, r e g u l a r  r e p o r t s  by NCCK f i e l d  s t a f f ,  a  separate assessment of t he  
p r o j e c t ' s  s o c i a l  impact based on an ex tens i ve  f i e l d  survey (1983-4), and four  
assessments o f  p r o j e c t  a c t i v i t y  based on t h e  mon i to r i ng  a c t i v i t i e s  of the  
Development GAP. The e v a l u a t i o n  team thus cou ld  draw on a  s u b s t a n t i a l  body of 
data on loans and repayment, and on t h e  economic a c t i v i t y  o f  a s s i s t e d  f i rms. 
However, i t  was c l e a r  f rom the  Development GAP r e p o r t s  t h a t  these data were i n  
scme cases incomplete and un re l  i a b l  e--and i n  o thers  unbel ievable.  These 
omissions and e r r o r s  were p a r t l y  t h e  produc t  o f  t h e  inexper ience and l a c k  of  
t r a i n i n g  of SBPs, b u t  even more o f  t h e  q u a l i t y  o f  response which b e n e f i c i a r i e s  
cou ld  and would p rov ide  t o  i n v e s t i g a t o r s .  Many o f  t he  c r e d i t c r s  a re  i l l it- 
e r a t e  and few a re  i n c l i n e d  o r  a b l e  t o  keep adequate records. C l i e n t s  have 
a l s o  learned t a c t i c s  o f  postponement and d i ve rs ion ,  so t h a t  on l y  w i t h  extreme 
pers is tence can the  busy SBP ge t  many o f  them t o  keep books, and then u s u a l l y  
on l y  f o r  a sho r t  t ime. Indeed, repo r t s  f rom o t h e r  i n fo rma l  sec to r  p r o j e c t s  
suggest s i m i l a r  problems. 

Consequently, w h i l e  we sought t o  draw on the  w r i t t e n  records a v a i l a b l e  
from the  NCCK and the  Development GAP, we a l s o  f e l t  t he  need t o  'gather  some 
data on e n t e r p r i s e  performance independent ly,  Th i s  proved t o  be d i f f i c u l t ,  
g iven  the  t ime a v a i l a b l e  f o r  the  eva lua t i on ,  and t h e  t r a v e l  i nvo l ved  i n  
g e t t i n g  t o  several  l oca t i ons .  There was no t ime t o  s e l e c t  a  random sample o f  
respondents i n  s u f f i c i e n t  numbers t o  assure representat iveness;  and no reason 
t o  f e e l  i n  any event  t h a t  we cou ld  do a  b e t t e r  j o b  i n  g e t t i n g  a  complete 
p i c t u r e  than had been done by f u l l  t ime s t a f f  i n  the  past--supported as they 
were by an i n t e r n a t i o n a l  c o n s u l t i n g  team. We had every evidence t h a t  these 
i n d i v i d u a l s  were bo th  q u a l i f i e d  and mot iva ted  i n  t h e i r  work, and t h a t  we cou ld  
n o t  add much o f  s i g n i f i c a n c e  t o  t h e  data they had col ' lected. We t h e r e f o r e  



attempted merely  t o  t a l k  w i t h  a  few c l i e n t s  i n  enough d e t a i l  t o  acqu i re  a  
f l a v o r  f o r  t h e  s i t u a t i o n  they faced, and some understanding o f  the  l i n k s  
between loans and techn i ca l  ass is tance on the  one hand and t h e i r  dec is ions  and 
ac t i ons  on t h e  o the r ,  and then t o  understand t h e  l i n k s  between these i n p u t s  
and t h e  performance o f  t h e  f i rms.  We sought leng thy  i n te rv iews  so t h a t  M r .  
Mi rero,  as a  person experienced i n  banking and c r e d i t  assessment, cou ld  
supplement o r  recons t ruc t  some o f  t he  da ta  a v a i l a b l e  i n  NCCK f i l e s .  We 
attempted t o  i n t e r v i e w  one woman and one man i n  each s i t e ,  as w e l l  as one who 
had s t a r t e d  i n t o  business w i t h  t he  NCCK loan,  and one a l ready  es tab l i shed.  We 
a l s o  sought t o  achieve o v e r a l l  a  broad d i s t r i b u t i o n  o f  business types. 
F i n a l l y ,  we t r i e d  t o  supplement t h i s  sample w i t h  i n t e r v i e w s  a t  each s i t e  w i t h  
d iscuss ion  w i t h  a t  l e a s t  oneowner  o f  a  f a i l e d  business, and one i n d i v i d u a l  
who had a p p l i e d  t o  the SBS f o r  a  loan  b u t  had n o t  y e t  rece ived it. 

I n  a l l ,  e fghteen c l i e n t s  and more than t h i r t y  rep resen ta t i ves  from th ree  I 

groups were in terv iewed.  To supplement these i n te rv iews ,  we a l s o  spoke w i t h  
A I D  and NCCK o f f i c i a l s  and s t a f f ,  as w e l l  as w i t h  l o c a l  adv isory  board 
members, representa t i ves  of o t h e r  PVOs and t h e  business c o m u n i  t y ,  and 
reg iona l  government o f f i c i a l s .  These d iscuss ions  added another 25 respondents 
t o  our  l i s t  o f  contacts .  Mr .  M i re ro  conducted t h e  i n te rv iews  w i t h  c l i e n t s  and 
undertook the  major  p o r t i o n  o f  t he  a n a l y s i s  o f  economic data f rom these 
i n t e r v i e w s  and the  f i l e s .  Mr .  Hunt met w i t h  some i n d i v i d u a l  c l i e n t s  and t h e  
th ree  groups, and conducted the  i n t e r v i e v s  w i t h  l o c a l  o f f i c i a l s  and w i t h  NCCK 
s t a f f  members. (See the  Methodological  Appendix f o r  a d d i t i o n a l  d e t a i  1s .) 

Economic Benef i t s :  Business Formation and Development 

1. How many new and e x i s t i n g  business f i r m s  were prov ided ass is -  
tance through the  SBS? How many i n d i r i d u a l s  rece ived assistance, 
how many groups? 

2 .  What combinations o f  t echn i ca l  and f i n a n c i a l  ass is tance were 
prov ided? What type  o r  combinat ions o f  ass is tance seemed most 
e f f e c t i v e ?  

3. What evidence i s  t he re  o f  increased. income, sa les,  and p r o f i t s  
f o r  a s s i s t e d  f i r m s ?  What f a c t o r s  a re  most impor tan t  i n  e x p l a i n i n g  
gains which were made? 

4. Were business s k i l l s  increased among SBS c l i e n t s ?  D id  
increases i n  s k i  11 r e l a t e  t o  business performance? . 
5. What were the  ~ ( a j o r  causes o f  business weakness and f a i l u r e ?  

6. What a re  t h e  major  l inkages  between p r o j e c t  i n p u t s  and 
management on the  one hand, and t h e  repo r ted  impacts on the  o ther?  

Data and Ana lys is  

The mairi f i n d i n g s  on the  e n t e r p r i s e  l e v e l  b e n e f i t s  which the  NCCK p r o j e c t  
has produced a re  ' l i s t ed  below. I t  i s  impor tan t  t o  review them w h i l e  keeping 



t he  fo l lowing issues i n  focus: F i r s t ,  t h a t  the NCCK sees business performance 
as a c r i t i c a l  outcome i n  i t s  SED projects.  Therefore, these f indings are 
cen t ra l  t o  an evaluat ion o f  the NCCK e f f o r t .  However, and secondly, i t  i s  
c r i t i c a l  t o  r e c a l l  t h a t  the p ro j ec t  i s  a new one, b u i l t  by new s t a f f  i n  a 
re1 a t i v e l y  shor t  per iod o f  time, and w i t h  bene f i c ia r ies  no more than minimal l y  
experienced as c red i to rs ,  and implemented by s t a f f  members who sometimes had 
1 i t t l e  support and d i r e c t i o n  from the  nat iona l  o f f i c e  due t o  d i scon t i nu i t i e s  
i n  leadership and bureaucrat ic  delays. These are c r i t i c a l  approach and 
context  f ac to r s  t o  bear i n  mind. 

Findings on Business Development 

1. During i t s  th ree and a h a l f  year 's  a c t i v i t y ,  the NCCK Small Business 
Scheme provided loans t o t a l  i n g  Ksh. 1,056,130 (about $80,000). This 
represented ap roximately 90 percent o f  the amo~nt  an t i c ipa ted  i n  the P p ro j ec t  paper see Table I). 

a. Loans were provided t o  315 i nd i v i dua l  f i rms,  which i s  about two 
and one h a l f  times as many as ant ic ipated.  However, loans t o  groups 
were f a r  fewer than expected. . Only f i f t e e n  groups received loans, 
when the three year ta rge t  waf t o  provide f i n a n c i a l  assistance t o  
some seventy groups. The major types o f  f i rms  assisted were small 
vendors o f  f r u i t  and vegetables, w i t h  about 40 percent o f  the firm 
f a l l i n g  i n t o  t h i s  category. Most o f  the remaining c l i e n t s  were 
t raders  i n  charcoal o r  c lo th ing,  o r  they were t a i l o r s  (see Tables I 1  
and 111). 

b. Technical assistance was provided mainly i n  three areas: the 
use o f  c red i t ,  procurement and stock con t ro l  and bookkeeping. It i s  
estimated t h a t  techn ica l  serv ices have been provided by Snta11 
Business Promoters t o  some 6000 ind iv idua ls - -w i th in  and wi thout  
groups--in the var ious s i t e s  over the past  three and a ha l f  years. 
SBPs and SWs argue t h a t  were the numbers o f  informal contacts added 
in ,  part icularl : :  ; f i th i nd i v l dua l s  and groups j u s t  beginning t o  
consider business operat ions, the  t o t a l s  would be much higher. 

2 .  Loans were provided mainly t o  e x i s t i n g  f i rms ,  w i t h  on ly  about 20 
percent o f  the loans going t o  new enterpr ises.  Most of the r ec i p i en t s  
were women, w i t h  approximately three-quarters of the ind iv idua l  loans 
going t o  women and most o f  the group loans going t o  predominantly female 
organizat ions. 

3. Data from SBPs and f o u r  moni tor ing assessments by the  Development 
GAP i nd ica te  t h a t  the  NCCK c r e d i t  ass is t rnce has increased the income 
l eve l  o f  borrowers. Reported increases i n  income range from 10-70 
percent ir, the short-run, w i t h  longer-term f i gu res  i nd i ca t i ng  a smaller 
percentage gain. Comparable r e s u l t s  have been found f o r  achieveaents i n  
sales and p r o f i t s .  Moreover, M i re ro ' s  ana lys is  o f  the data on eighteen 
respondents found business asset l eve ls  up by about 90 percent and 
personal income gains averaging Ksh 15,000 per year since the date of 
NCCK loans. 



TAHLE I 

LOAN STATISTICS TO DATE IN COMPARISOW TO BUDGET 

HOHBAS A 10 19 8 24 ] 14000 39510 16420 143600 63000 121268 137928 IF9003 I 

TOTAL NO. OF LOAN TOTAL AMOUNT LOAMED KSHS TOTAL BUDGED KSHS 
AREA CRAUTED 

- 

. UAKURU/ 
ELDORET 27 4 2 9 1 4  ( 42000 69900 21000 156200~412!jO 86620 99816 LLOOOO 

I 

KT SUHU / 
UKAHECA 9 29 14 23 j 52700 63500 32800 165000 41250 86620 99816 160000 

1981 1982 1983 1984 1981 1982 1983 1984 

lz. It  wi l l  be noted that  for every year during the p r o j e c t  
period the amount advanced f e l l  below the budget Eigure. 
This is indicat ive  of delays in pcacessing and despatching loans. 

NAIROBI 29 6 8 29 - 83500 91000 83000 - 1 94500 165125 190560 - . . 1 - I 
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TABLE 111 

BREAKDOWN PER AREA BY TRADE TYPE FOR TKPROJECT PERIOD 

Small Sho e Provi- Hand F N ~ ~ s  Fish, Agr i- Char- P las t i c  Hetal 
Restaurant Rep a ir  sion Craft & Meat & culture coal Cont- works 

TOW 6 Kiosks Tailor- Stoves & Carp- Veget- other Poultry 6 Para- ainers & watch TOTAL 
ing Emb Grocery entry ables food keeping £ f i n  6 drums repairs 
roidery shops 6 s t u f f s  & pig  
second curio Eeed 
ha- ;4 Kiosks 
clothes 

1981-2 5 21 15 - 12 2 2 
NAIROBI 1983 1 1 4  9 - - 4 - 

1984 - - - - - - - 

KISUHUI 1981-2 3 7 1 1 12 4 - -  1 - - 29 
KAKAtlEGA 1983 1 4  4 1 3 2 - 1 - - 16 

1984 I / A  IIA U / A  B/ A Jir  ii f l /A  M I A  bl/A N/ A MIA N/ A 



4. Our evidence i n d i c a t e s  somewhat l e s s  success f o r  some of t h e  bus i -  
ness groups than has been suggested by e a r i i e r  s t a t u s  repor ts .  A c t i v -  
i t i e s  o f  many group members appeared t o  be marginal ,  w i t h  many complain- 
i n g  t h a t  t h e  amount o f  money t h e  group cou ld  spare f rom i t s  loan  t o t a l  
f o r  t h e i r  personal business e f f o r t s  was too  l i m i t e d  t o  a l l o w  them t o  
w i ths tand  business c r i ses .  Group a c t i v i t i e s  i n  one h i g h l y  regarded case 
( t h e  Maweni group i n  Mombasa) had a l l  b u t  ceased, though a r e n t a l  
p r o p e r t y  they a r e  having cons t ruc ted  may soon p rov ide  s i g n i f i c a n t  
revenues. We heard o f  more successfu l  group a c t i v i t i e s  i n  Kisumu, and 
were a b l e  t o  make con tac t  w i t h  one which indeed seemed t o  be prosper ing,  
though main ly  as a condu i t  f o r  p r e - e x i s t i n g  and successful  t r a d i n g  
operat ions.  

5. About f i v e  percent  o f  t h e  en te rp r i ses  supported by the  NCCK had 
c losed  down. Some were thought  l i k e l y  t o  re-open, and some o f  t h e  
borrowers were con t i nu ing  t o  make payments. 

6. Repayment r a t e s  were o n l y  f a i r  i n  t h e  b e s t  cases (see Table I V ) .  
Even l e a v i n g  as ide  t h e  d i f f i c u l t  Na i rob i  case, t he  b e s t  e f f o r t s  produced 
o n l y  a seventy percent  repayment ra te .  Recent ly,  t h e  r a t e  of repayment 
has improved and c u r r e n t  a d m i n i s t r a t i v e  arrangements make i t  probable 
t h a t  t h e  improved performance w i l l  ,continue. Beyond the  accomplishments 
under t he  new regime, i t  might  be p o s s i b l e  t o  reduce d e f a u l t s  and delays 
even more by s e t t i n g  up separate arrangements, i n c l u d i n g  g ran t  packages, 
f o r  a  l i m i t e d  number o f  t h e  poores t  o f  p o t e n t i a l  entrepreneurs. 

Economic B e n e f i t s  and t h e i r  Antecedents 

The NCCK small business development p r o j e c t  was designed t o  be exper i -  
mental. Among the  bene f i t s  sought was i n f o r m a t i o n  about which i n p u t s  and 
management dec is ions  seemed most assoc ia ted  w i t h  business performance and 
s o c i a l  change. The M I S  system, and t h e  va r i ous  mon i to r i ng  a c t i v i t i e s  o f  t he  
Development Gap were t o  a s s i s t  i n  t he  ga the r i ng  o f  t h i s  i n fo rma t i on ;  as were 
the  end-o f -p ro jec t  eva lua t ions .  Consequently, we suggest here  what' t he  
evidence i s  on these issues, summarizing da ta  c o l l e c t e d  a t  e a r l y  and mid 
p o i n t s  of t h e  p r o j e c t ,  as w e l l  as f rom the  s o c i a l  e v a l u a t i o n  completed e a r l y  
i n  1984 and t h i s  end-o f -p ro jec t  eva lua t ion .  

1. Types o f  ass is tance ( i n p u t s )  and t h e i r  e f f e c t s :  

a. The smal le r  t h e  s i z e  o f  loans prov ided,  t h e  sma l l e r  the  l e v e l  
of sa les  and p r o f i t s  i n  a s s i s t e d  f i rms.  [Larger  loans, e s s e n t i a l l y  
those over Ksh.2500, were n o t  guarantees o f  success, b u t  few of t h e  
f i rms among the  s t ronges t  per formers rece i ved  the  smal l e r  loans. ] 

b. I n  genera l ,  the  more t ime  spent on t r a i n i n g ,  the  b e t t e r  t h e  
performance. [ T r a i n i n g  i n  bookkeeping and on procurement and stock 



TABLE IV 

LOAN REPAYHEW ANALJSIS PER AREA AS AT HAY 1984 

- 
SITE YEAR NO OF AMOUNT AMOUNT AMOUNT % 

LOAAIS GRAf3TED EXPECTED RECEIVED PAID 

NAIROBI 1981 2 9 83500 - - - .. 1982 39 91000 NOT - - .. 1983 
11 

29 83000 AVAILABLE 59225 23 
- .  

* 1984 -- ----- 

ELDORET 1981 7 11500 11821-10 9871-35 83 .5  
** 1982 7 18000 13877-80 11247-55 
*l 

8 1  
1983 5 9000 2011-10 .. 1893740 

** 
86 

1984 

HONBASA 1981 4 14000 - - g. The repayment percentage 
11 1982 15 39510 NOT - - €or Hombasa and Nairobi are 
l* 1983 8 16420 AVAILABLE 78152 36 .6  based on to ta l  loan granted 
.* 1984 27 143600 - - - as opposed to mount due. N 

The actual repayment f i g u r e  03 

fs theref ore higher .  



cont ro l  were p a r t i c u l a r l y  important. T ra in ing  i n  c r e d i t  u t i l i z a t i o n  
d i d  no t  seem t o  r e l a t e  t o  increased chances f o r  business success.*] 

c. The numbers o f  group enterpr ises formed are, not  unexpectedly, 
a func t ion  o f  the range and depth o f  e f f o r t s  expended by the NCCK 
and o ther  soc ia l  services agencies i n  a reg ion t o  develop such 
groups. however, these numbers a lso appear t o  r e f l e c t  the e::tent t o  
which a t r a d i t i o n  o f  group-centered a c t i v i t y  e x i s t s  i n  a given 
region. 

2. Nature o f  ass is ted f i rms: s ign i f i cance  f o r  business success. 

a. The s i ze  o f  the f i r m  (numbers o f  workers, f i x e d  assets a t  the 
time o f  the loan) d i d  not  appear t o  be s t rong ly  o r  p o s i t i v e l y  
re la ted  t o  business success. 

b. No one type o f  f i r m  appeared more l i k e l y  t o  have business 
success. Some po ten t i a l  areas where f i r m  type may make a d i f fe rence  
i n  the f u t u re  inc lude s i t ua t i ons  where assistance i s  provided t o  a 
firm enter ing an already saturated market (e.g., f r u i t  and vegetable 
marketing) o r  where a great  deal o f  c a p i t a l  i s  needed f o r  maintain- 
i ng  product ion o r  inventory,  as w i t h  r e t a i l  stores. 

3.  Background and character  o f  i nd iv idua l  bene f i c ia r ies  as an e f f e c t  on 
business performance. 

a. The more d i sc i p l i ned  the ind iv idua l ,  i n  terms o f  such th ings as 
record keeping and time spent on business a c t i v i t y ,  the  more the  business 
success. 

b. The more experience the  i nd i v i dua l  has had i n  the same o r  
s im i l a r  l i n e s  o f  business, and/or the more business re levant  sk i1  1s 
acquired v i a  experience o r  t ra i r i ing ,  the  greater  the l eve l  o f  
business success. 

c. Men tend t o  operate more successful f i rms,  as they tend t o  be 
more s k i l l e d  and t o  receive l a rge r  loans; and perhaps since they 
a lso tend t o  spend less  o f  t h e i r  business income i n  meeting fami ly  
needs. This l a t t e r  p ropos i t i on  needs f u r t h e r  t e s t i n g  s ince the 
r e l a t i v e l y  fewer resources men spend t o  meet cur rent  fami l y  needs 
could mean they inves t  more on the business than women do, o r  t ha t  
they are more 1 i ke l y  t o  spend i t  on themselves than women are. 

* 0-GAP consul tants argue t h a t  the negat ive r e l a t i onsh ip  i n  the case o f  
c r e d i t  education may simply ind ica te  how badly the t r a i n i n g  i s  needed, w i t h  
those rece iv ing the t r a i n i n g  r e a l l y  being the worst o f f  i n  terms of f i nanc ia l  
assets and the understanding o f  f i nanc ia l  management. A1 t e rna t i ve l y  , they 
might have argued t h a t  t r a i n i n g  works where the qtudent can expect t o  t rans- 
l a t e  h i s /he r  new knowledge i n t o  act ion; and more c r e d i t  knowledge may be o f  
r e l a t i v e l y  l i t t l e  use aJong the poorest w i t h  l i m i t e d  access t o  resources. 



Summary Po in t s  on B e n e f i t s  t o  E n t e r p r i s e  

I n  t h i s  impor tan t  area o f  a c t i v i t y  f o r  t he  NCCK the  record  was gene ra l l y  
a  p o s i t i v e  one, p a r t i c u l a r l y  i n  v iew o f  t he  s h o r t  d u r a t i o n  o f  t h e  p r o j e c t  and 
the  r a t h e r  f r a g i l e  f i n a n c i a l  s t a t u s  o f  a  s u b s t a n t i a l  number o f  c l i e n t s .  An 
ex tens ion  s t a f f  was t r a i n e d  and mot iva ted  t o  p rov ide  a  range of ex tens ion  
se rv i ces  and promote loans. A l a r g e  number o f  f i r m s  were reached and r e p o r t s  
on business a c t i v i t y  and p r o f i t s  were on t h e  whole p o s i t i v e ,  even impressive. 
S t a r t i n g  and sus ta in ing  group en te rp r i ses  d i d  prove t o  be a  major  problem and 
the re  seem t o  be few s p e c i f i c  ideas o r  p lans  f o r  improv ing t h e  record. 
However, t he re  a r e  a  number o f  groups which a re  seen as e l i g i b l e  f o r  loans,  
and perhaps as much as doub l ing  o f  the  c u r r e n t  number o f  group based en te r -  
p r i s e s  can be expected over  t h e  nex t  year .  A more systemat ic  and susta ined * 
e f f o r t ,  b u i l t  on r e c o g n i t i o n  o f  t he  need f o r  p r o v i d i n g  app rop r i a te  i n d i v i d u a l  
and c o l l e c t i v e  i ncen t i ves  over  an extended p e r i o d  o f  t ime cou ld  s u b s t a n t i a l l y  
increase the  number and success of groups. 

Loan repayment remains a  problem as we l l .  The NCCK f i e l d  and n a t i o n a l  
s t a f f  seem f u l l y  aware o f  t he  s i g n i f i c a n c e  o f  t h i s  problem and, as noted, t o  
be t a k i n g  steps t o  improve s e l e c t i o n  and mon i to r i ng  opera t ions  so as t o  reduce 
de l  inquencies. However, t he re  a r e  s t r u c t u r a l  issues embedded i n  t h i s  problem. 
The NCCK can argue t h a t  i t s  developmental ph i losophy  and commitment t o  t h e  
poor may be compatible w i t h  a  f l e x i b l e  approach t o  repayment. Obviously t h i s  
r a i s e s  d i f f i c u l t  issues f o r  t h e  o r g a n i z a t i o n ' s  donor agencies, b u t  where the  
purpose i s  t o  reach the  very  poor, i t  seems app rop r i a te  t o  s p e l l  o u t  t h e  
consequences--especially i f  you - a r e  reaching t h e  ve ry  poor. (More on t h i s  
below.) 

B. Economic Impacts on t h e  Community 

1. Have business developments (income, new sa les  and market ing 
pa t te rns )  af fected t h e  l o c a l  economy i n  a  s i g n i f i c a n t  way, espec ia l -  
l y  by i nc reas ing  the  incomes o f  o t h e r  producers and t rade rs?  [Are 
the re  more l o c a l  purchases o f  goods and serv ices ;  more backward 
1 i nkages t o  farmers f o r  b a s i c  products t raded?]  

2. What have been the  consumer benef i t s  of p r o j e c t  a c t i v i t y ?  Has 
- 

the  amount, d i v e r s i t y  and p r i c e  o f  consumer goods been improved form 
the  p o i n t  o f  v iew o f  l o c a l  consumers? . - 
3. Has o v e r a l l  l a b o r  demand increased? What a r e  t he  employment 
impacts? 

Data and Ana lys i s  

I t  i s  d i f f i c u l t  t o  speak a u t h o r i t a t i v e l y  about t h e  backward and forward 
l inkages  o f  e n t e r p r i s e  development p ro jec t s .  A cons iderab le  amount of data i s  
requ i red  t o  a s c e r t ~ ~ i n  how business a c t i v i t y  a t  one l e v e l  a f f e c t s  others,  
e s p e c i a l l y  if the re  i s  concern n o t  o n l y  about new business generated b u t  about 



the  poss ib le  d e l e t e r i o u s  e f f e c t s  on o t h e r  enterpr ises--such as those us ing  
s imp ler  technologies. The o r i g i n a l  p r o j e c t  paper f o r  t h e  NCCK Small Business 
Scheme expressed i n t e r e s t  i n  such quest ions, w i t h  note made o f  t h e  importance 
o f  market a n a l y s i s  which SBPs were t o  conduct. Local  promoters were pre- 
sumably t o  know where c r e d i t o r s  were 1 i k e l y  t o  "fit" i n  t he  l o c a l  scheme o f  
th ings ,  and t o  adv ise  and a s s i s t  businesses i n  f i n d i n g  s u i t a b l e  markets-- for  
raw m a t e r i a l s ,  f o r  in te rmed ia te  products,  and f o r  t he  goods the  b e n e f i c i a r i e s  
sought t o  r e 1  1. 

There i s  1 i t t l e  evidence t h a t  these mat te rs  were o f  g r e a t  concern t o  t h e  
SBP. Th is  i s  understandable f o r  a number o f  reasons, i n c l u d i n g  t h e  f a c t  t h a t  
t h e  incumbent promoters had l i t t l e  t r a i n i n g  i n  market assessment o f  t h i s  type  
and had a good deal o f  o t h e r  work t o  do i n  s t a r t i n g  t h e  program. There i s  a t  
l e a s t  one o t h e r  f a c t o r :  as one SBP sa id ,  even i f  we know what types o f  bus i -  
nesses were needed i n  an area, o r  cou ld  prove t h a t  a p a r t i c u l a r  c l i e n t  should 
be i n  another  business, how can we expect  t he  poor  t o  be t h a t  adaptable? An 
u n s k i l l e d  middle-aged man o r  woman with a 1 i m i t e d  access t o  t r a n s p o r t  cannot 
e a s i l y  l e a r n  a new t rade,  o r  move t o  a b e t t e r  loca le .  Therefore, market 
ana l ys i s  seems main ly  t o  have i n v o l v e d  e f f o r t s  t o  see whether the  borrower 
a c t u a l l y  know something about p rocu r i ng  and s e l l i n g  t h ~  i tems traded, o r  
producing and market ing the  manufactured i tems i n  quest ion. Also, t he  amount 
o f  money i nvo l ved  i n  NCCK loans was q u i t e  smal l  i n  t he  l a r g e  markets served. 
S i g n i f i c a n t  economic impacts a re  u n l i k e l y ,  a t  l e a s t  i n  t h e  s h o r t  term. 

Indeed 1 i t t l e  evidence e x i s t e d  i n  t h e  SBP , records about t he  comun i  t y  
economic impact o f  the  NCCK. However, t he  procurement, market ing and income 
e f f e c t s  repor ted  f o r  NCCK a c t i v i t y  suggest t h a t  some i m p o r t m t  backward and 
forward 1 i n k s  must e x i s t .  As we w i l l  see below, borrowers r e p o r t  expanded 
consumer good purchases a long w i t h  expansions i n  i nven to ry  and turnover .  
These i n d i c a t e  impacts, u s u a l l y  l o c a l  i n  na ture ,  s i nce  most r e l y  on produce o r  
raw m a t e r i a l s  a v a i l a b l e  i n  t he  immediate l oca le .  Moreover, consumer b e n e f i t s  
would be expected a t  l e a s t  t o  t he  e x t e n t  t h a t  a l a r g e r  amount and v a r i e t y  o f  
goods would be a v a i l a b l e  i n  many cases c l o s e r  t o  where i n d i v i d u a l s  l i v e .  Many 
of the  f inanced t rade rs  operate i n  r e s i d e n t i a l  areas where no o t h e r  o u t l e t s  
f o r  bas i c  f oods tu f f  and cooking m a t e r i a l s  e x i s t  and where the  nearest  a l t e r n a -  
t i v e  o u t l e t s  a re  a considerable d i s tance  away. 

The evidence here i s  s u b s t a n t i a l ,  i f  l a r g e l y  anecdotal .  Among several  
examples we heard i s  t h a t  o f  t he  charcoal  s e l l e r  i n  Nakuru. He s t a r t e d  w i t h  
e s s e n t i a l l y  no assets a f t e r  l o s i n g  an arm i n  an acc ident .  He has repa id  h i s  
loan,  taken a second, and now has a l a r g e ,  w e l l  operated charcoal o u t l e t .  He 
a l s o  has two f u l l  t ime employees. He supp l ies  most l o c a l  butchers and ho te l s  
w i t h  charcoal ,  as we1 1 as o the r  charcoal s e l l e r s  who can buy f rom him r e l a -  
t i v e l y  cheaply as he now buys i n  bu l k .  He supp l i es  f a m i l i e s  on monthly 
s a l a r i e s  w i t h  charcoal  on t h i r t y  day t e m s .  There are  s i m i l a r  examples o f  
several  f r u i t  and vegetable se l  l e r s  who have become wholesalers w h i l e  
opera t ing  t h e i r  own r e t a i l  o u t l e t s  as w e l l .  A manufactur ing example o f  
considerable p o t e n t i a l  can be found i n  t h e  case o f  a woman i n  Mombasa who 
makes improved charcoal  stoves by enc los ing  e x i s t i n g  burners i n  concrete 
sleeves t o  preserve heat and pro long the  l i f e  of t he  charcoal .  She g e t s  raw 
ma te r i a l s  and i n te rmed ia te  components l o c a l l y .  



These f i n d i n g s  do n o t  o f  course g i v e  a  f u l l  p i c t u r e  o f  what i s  occur r ing .  
Obviously t he  successes o f  the  charcoal and f r u i t / v e g e t a b l e  dea le rs  and the  
stove manufacturer a r e  p o s i t i v e  i n d i c a t i o n s  o f  t he  NCCK impact f o r  these 
cases, and through them t o  o t h e r  consumers and businesses. But we do n o t  know 
how much the  people impacted forward and backward have saved. We do n o t  know 
how many people have been impacted by these and o t h e r  NCCK businesses; no r  do 
we know how ex tens ive  the  impact has been where i t  happens. F i n a l l y ,  we 
cannot be c e r t a i n  what t he  impact may have been on competing wholesalers and 
r e t a i l e r s ,  as i t  i s  poss ib le  they were forced f rom t h e i r  business by these 
successes. 

Xmpact on En te rp r i se  Employment 

Enterpr ises  ass i s ted  by the  SBS were expected t o  generate new employment 
o p p o r t u n i t i e s  w i t h i n  urban and per i -u rban areas. However, t h e r e  c u r r e n t l y  a r e  
no est imates o f  t h e  o v e r a l l  employment impact o f  t he  p r o j e c t ,  and t h i s  k i n d  o f  
data i s  always d i f f i c u l t  t o  secure. S t i l l ,  we can say some th ings  about the  
d i r e c t  employment impact o f  NCCK loans, even though here a l s o  we have on l y  
l i m i t e d  data, f rom var ious  samples and sources, c o l l e c t e d  a t  d i f f e r e n t  p o i n t s  
i n  the  course of t h e  pas t  t h ree  years; and even though the  assessments have 
n o t  de f ined  what i s  meant by "employment" so t h a t  we a re  unable t o  say whether 
new jobs  a r e  permanent, and whether f a m i l y  c o n t r i b u t i o n s  t o  t he  p roduc t i on  and 
s e l l i n g  o f  goods has been counted. Moreover, t h e  employment impact i n  group 
p r o j e c t s  i s  even more d i f f i c u l t  t o  asce r ta in ,  s i nce  groups vary  i n  the  ex ten t  
of suppor t  they p rov ide  f o r  i n d i v i d u a l  and c o l l e c t i v e  business, and i n  t he  
c o n t i n u i t y  o f  business opera t ions  o f  group-based en terpr ises .  I t  would take 
care fu l  surveys t o  determine how many a d d i t i o n a l  work years have been gener- 
a ted  through group loans. The NCCK cou ld  ga ther  the  data needed i n  the  
fu ture,  drawing main ly  on the  i n fo rma t i on  system now i n  place--and i t  should 
make the  e f f o r t .  

I n  any event,  t h e r e  i s  some over lap  i n  t he  employment r e s u l t  r epo r ted  by 
NCCK f i e l d  s t a f f ,  t h e  D-Gap repo r t s ,  and o u r  own survey o f  18 forms. I n  the  
l a t t e r  survey, we found 8  new f u l l - t i m e ,  non- fami ly  employees having been 
employed. One Development Gap study repo r ted  t h a t  approx imate ly  one new f u l l  
t ime j o b  had been c rea ted  i n  every 2.5 o f  t he  es tab l i shed  en te rp r i ses  which 
the  NCCK ass is ted.  We have concluded t h a t  about 80 percent  of the  ass i s ted  
f i rms were a l ready i n  opera t jon ,  making the  t o t a l  o f  es tab l i shed  f i rms 
ass i s ted  about 250. Th i s  means t h a t  approx imate ly  100 new employees cou ld  be 
s a i d  t o  have been added by NCCK e f f o r t s  (assuming t h a t  most employers had 
l i m i t e d  assets and t h a t  the  NCCK loans make most of the  d i f f e r e n c e ) .  I f  we 
add 60 more workers t o  the  t o t a l  t o  represent  t he  number o f  new businessmen - 
and women ass is ted,  (20 percent  o f  t he  t o t a l )  we a r r i v e  a t  an employment 
impact o f  160 workers. 

We could a l s o  add t o  t he  employment l i s t  a  f i g u r e  t o  represent  new 
workers i n  the  f i f t e e n  group en te rp r i ses ,  o r  through group suppor t  f o r  i n d i -  
v i dua l  businsss. Le t  us be conserva t ive  i n  t h i s  case and suggest t h a t  group 
business e f f o r t s  have c rea ted  40 new jobs.  Th i s  makes a  t o t a l  o f  200 new jobs  
c rea ted  through the  SBS p r o j e c t .  P r o j e c t  expenses f o r  the  th ree  years were 



$80,000. I f  we d i v i d e  200 i n t o  t h a t  f igure ,  we see t h a t  each new job cost  
$400. We could e a s i l y  have reduced t h i s  f i g u r e  by doubl ing o r  even t r i p 1  i ng  
the estimated jobs produced i n  groups; but  we could a l so  have ra ised cost  
f i gu res  by est imat ing how much add i t i ona l  money was secured and invested by 
entrepreneurs t o  complement the NCCK assistance. Therefore, $400 might be a 
reasonable f i g u r e  t o  use.* 

These f i gu res  compare favorably w i t h  other assessments o f  the costs o f  
job creat ion.  For instance, the In te rna t iona l  Finance Corporation has 
estimated t h a t  i t  would cost  over $13,000 i n  investment t o  produce a job ( i n  a 
more cap i t a l  i n tens ive  manufacturing sector) '  i n  Kenya. The I n s t i t u t e  f o r  
In te rna t iona l  Development Incorporated (I IDI )  , on the o ther  hand, working w i t h  
somewhat smaller,  less  c a p i t a l  in tens ive f i rms,  be1 ieves t h a t  i t  should take 
about $850.00 t o  produce one new j ob  (again, not  counting the resources which 
the entrepreneur would b r i n g  t o  the f i rm.)  They expect assisted firms t o  
create one new job f o r  each $850 I I D I  provides i n  loans. 

Summary Comments 

The NCCK has some evidence t h a t  i t s  p ro jec ts  create p o s i t i v e  economic 
changes broader than t h e i r  e f f e c t  on the v i a b i l i t y  o f  i nd iv idua l  o r  group 
f i n s .  The evidence on consumer benef i ts ,  on jobs and on other enterprises, 
however, i s  not  complete. Add i t iona l  e f f o r t s  t o  document these l inkage 
impacts would a s s i s t  the  NCCK t o  determine how b e t t e r  t o  use i t s  l i m i t e d  
resources, t o  promote (perhaps w i t h  o ther  assistance agencies) more dynamic 
l oca l  growth--and jobs. Plans t o  implement scheduled t r a i n i n g  f o r  SBPs are 
welcome, and should inc lude a t t e n t i o n  t o  the means f o r  analyzing market 
impacts o f  these types. Are there  t rade-of fs  here, f a r  instance, as i n  o ther  
set t ings,  between job promotion and equi ty,  w i t h  the f i rms  most l i k e l y  t o  h i r e  
new people a lso being la rger ,  mainly manufacturing f i rms?  And the same 
question may be asked about l inkages among enterpr ises,  as small, t rad ing  
f i rms  (most 1 i kely  t o  be run by poor women) are a lso less  1 i ke l y ,  on average, 
t o  have s i g n i f i c a n t  impacts on o ther  f i rms  i n  the l o c a l  economy. 

C. Social Changes: Equity and Personal Growth 

1. Are those rece iv ing  f i nanc ia l  and techn ica l  assistance frm the 
SBS among the poorest i n  t h e i r  respect ive comnuni t i e s ?  (A1 terna- 
t i v e l y ,  have substant ia l  resources gone t o  those who do not  need the 
f i nanc ia l  assistance?) 

2. Has the q u a l i t y  o f  l i f e  f o r  c l i e n t s  and t h e i r  fami l ies  
improved? For thz  communities i n  which they 1 i ve?  ( N u t r i t i o n  and 
health; education; sense o f  we l l  being, f am i l y  re la t ionsh ips .  ) 

* The NCCK socia l  impact survey (1983-4) estimates t h a t  about 500 new jobs 
have been created by the pro jec t .  



3. What i s  t h e  impact o f  t h e  p r o j e c t  on women and c h i l d r e n ?  

4. What has been t h e  p r o j e c t ' s  impact on i n d i v i d u a l  and comnunity 
p a r t i c i p a t i o n ?  Do r e c i p i e n t s  and t h e i r  f a m i l  i e s  become more aware 
and a c t i v e  i n  l o c a l  a f f a i r s ,  as a means f o r  advancing and p r o t e c t i n g  
t h e i r  i n t e r e s t s ?  As a means f o r  i n f l u e n c i n g  comnunity a f f a i r s  more 
genera l  l y ?  

Data and Ana lys is  

We drew on the  same data sources mentioned p rev ious l y  f o r  t h e  a n a l y s i s  o f  
s o c i a l  impacts. In format ion c o l l e c t e d  r e g u l a r l y  by s o c i a l  workers and smal l  . 
business promoters on s o c i a l  change, reviewed by the  Development GAP was o f  
considerable s ign i f i cance .  Th is  in fo rmat ion  was coupled w i t h  t he  NCCK's 
s o c i a l  impact survey o f  l a t e  1983 and e a r l y  1894. The r e s u l t s  were known t o  
us as we i n te rv iewed  b e n e f i c i a r i e s  and var ious  o f f i c i a l s  du r i ng  the  end o f  
p r o j e c t  eva lua t ion .  

Based on these data, t he  ques t ion  of t h e  p r o j e c t ' s  s o c i a l  va lue i s  q u i t e  
easy t o  answer. C l e a r l y  the  b e n e f i c i a r i e s  a re  poor and l i v e  i n  impoverished 
surroundings. Few have had prev ious  bank loans. Moreover, t h e  s i z e  o f  t h e  
loans they seek and accept i n d i c a t e s  f u r t h e r  t h a t  they  have few op t ions  and 
v i s u a l i z e  business operat ions i n  terms of very  s imp le  types o f  a c t i v i t y .  Many 
do n o t  r e a l  l y  see themselves as businessmen o r  women, b u t  as people f o l l o w i n g  
one o f  a very  l i m i t e d  number o f  op t i ons  f o r  secur ing  some income t o  meet 
personal and f a m i l y  needs. We i n te rv iewed  one government o f f i c i a l  w i t h  
considerable experience i n  t h e  p r o v i s i o n  of t r a i n i n g  and f i n a n c i a l  ass is tance 
t o  small t r a d e r s  who had g r e a t  d i f f i c u l t y  i n  understanding why business people 
would seek loans  as small as t h e  NCCK prov ides.  He f e l t  t h a t  h i s  program was 
d i r e c t e d  a t  smal l  tradesmen and women, and y e t  h i s  loans  were more than f i v e  
t imes l a r g e r  than those prov ided by t h e  NCCK. 

Many o f  t h e  NCCK's c l i e n t s  a re  women, and i n d i c a t i o n s  b o l s t e r e d  by many 
business s tud ies  t h a t  t he  poorest  a r e  be ing  reached; and the  f a c t  t h a t  t h e i r  
loans tend t o  be the  smal les t  g iven  f u r t h e r  suggests t h e i r  r e l a t i v e  poverty.  
Such loans a r e  a l s o  p a r t l y  a r e f l e c t i o n  o f  t h e  impact which the  soc ia l  worker 
and s o c i a l  concerns have had i n  the  s e l e c t i o n  of  p r o j e c t  c l i e n t s .  Most who 
come t o  s o c i a l  workers a r e  women, and many o f  these i n d i v i d u a l s  a re  the  ones 
who secured t h e  SBS loans. [Nor a re  these smal l  , female r u n  f i rms i n e v i t a b l y  
f a i l u r e s .  On average they have done no worse than men--though la rge ,  main ly  

,. 
male run  f i r m s  a r e  those which have repo r ted  the  g rea tes t  successes.] 

A c l e a r  m a j o r i t y  o f  the  smal l  ent repreneurs seem t o  be poor by Kenyan 
standards. C e r t a i n l y  a m a j o r i t y  o f  t h e  f i r m s  appear t o  be perceived by t h e i r  
owners n o t  as means f o r  ach iev ing  s u b s t a n t i a l  wea l th  o r  s e c u r i t y ,  b u t  as means 
f o r  p reserv ing  a minimal income l e v e l  f o r  themselves and t h e i r  farni l  i es .  I t  
i s  t r u e  t h a t  we found, du r i ng  the  end o f  p r o j e c t  eva lua t ion ,  severa l  en t repre-  
neurs who seemed t o  be r e l a t i v e l y  we1 1 o f f ;  and i n  two cases i n d i v i d u a l s  who 
had no t  needed t o  spend a l a r g e  p o r t i o n  of t he  f i n a n c i a l  ass is tance t h e  NCCK 
had provided. However, these were except ions and were c e r t a i n l y  poor, o r  
small enough, t o  a t  l e a s t  have q u a l i f i e d  f o r  t echn i ca l  ass is tance.  



Q u a l i t y  o f  L i f e :  What do we know about t he  impact o f  NCCK ass is tance on 
the  o v e r a l l  q u a l i t y  o f  l i f e  among borrowers--and o thers?  What we do know 
comes main ly  f rom the  s o c i a l  workers, and the  r e g u l a r  mon i to r i ng  e f f o r t s  they 
made a long w i t h  t he  smal l  business promoters, as !s?l l  as f rom the  soc ia l  
impact eva lua t i on  conducted by and f o r  t he  NCCK about s i x  months before the  
complet ion o f  t h e  p ro jec t .  The i n f o r m a t i o n  and data here a r e  g e n e r a l l y  q u i t e  
p o s i t i v e ,  i f  n o t  e a s i l y  documented and l a c k i n g  i n  adequate, base-1 i n e  informa- 
t i o n .  Yet, what we heard i n  ou r  d iscuss ions  w i t h  c l i e n t s  and o f f i c i a l s  f rom 
p u b l i c  and p r i v a t e  agencies a t h e r  than the  NCCK tended t o  con f i rm these 
f ind ings .  I t seems t h a t  t he  f i n a n c i a l  ass is tance i n  p a r t i c u l a r  has served t o  
increase f a m i l y  wel l -be ing.  Fewer o f  t h e  c h i l d r e n  o f  t h e  a s s i s t e d  en t repre-  
neurs need t o  leave school because o f  an i n a b i l i t y  t o  pay school fees, and f o r  
s o c i a l  workers t h i s  means t h a t  one o f  t he  top  rwo o r  t h ree  problems they are  
asked by c l i e n t s  t o  deal w i t h  i s  be ing  m i t i g a t e d  by the  NCCK program. Reports 
a l s o  i n d i c a t e  t h a t  f a m i l i e s  a r e  e a t i n g  b e t t e r  food, i n c l u d i n g  more v a r i e t i e s  
of food and meat, and f a c i n g  fewer h e a l t h  problems. Moreover, f a m i l i e s  seem 
t o  be coming toge the r  around the  new p r o j e c t .  Husbands a re  found t o  be 
suppor t ing  a w i f e ' s  e f f o r t s  by a s s i s t i n g  i n  t h e  business, and business 
fam i l i es  on the  whole a re  seen by s o c i a l  workers as hav ing  f a r  fewer personal 
and in te rpersona l  problems. 

One d i f f i c u l t y  w i t h  these f i n d i n g s  i s  t h a t  t he re  does seem t o  be a 
t r a d e - o f f  between meeting o f  f a m i l y  needs and business success. Women seem 
p a r t i c u l a r l y  prone ( a  "Kenyan" t r a d i t i o n  i n  t he  eyes of t h e  SWs) t o  use a l l  
a v a i l a b l e  funds f o r  f a m i l y  as demands emerge. This  tendency i s  more 
~ ronounced  no doubt among those women who do n o t  r e a l l y  see themselves as 
businesswomen. I n  ny event, w h i l e  a c l e a r  l i n k  between f a m i l y  we l l - be ing  and 
decl  i n i n g  sa les and n r o f i t s  has n o t  appeared, we must suspect some tendencies 
i n  t h a t  d i r e c t i o n .  :his poses r e a l  dilemmas f o r  t h e  NCCK. For i t  c l e a r l y  
seeks t o  h e l p  t he  ?oar, those most prone t o  t h e  types of fami ly /personal  
emergencies which t a x  business resources. Yet, i t  can h a r d l y  j u s t i f y  t he  
i n s t i t u t i o n a l  i z a t i o n  and expansion o f  a loan  program which g i ves  o n l y  
shor t - term b e n e f i t s  t o  i n d i v i d u a l s  and t h e i r  dependents--and then leaves them 
w i t h  1 i t t l e  o r  no income genera t ing  o p p o r t u n i t i e s  beyond what they had before.  
It i s  an unsa t i s f y i ng  c o n d i t i o n  f o r  t h e  c l i e n t s ,  b u t  a l s o  f o r  t he  major  donors 
t o  NCCK p ro jec t s .  More needs t o  be known of t h i s  r e l a t i o n s h i p ,  and perhaps 
steps taken t o  b r i n g  a d d i t i o n a l  resources f o r  use i n  meeting emergencies. 
Simultaneously t h e r e  needs t o  be more e f f o r t  t o  mon i to r  the  use o f  loan  funds 
f o r  business purposes. 

I n d i v i d u a l  and Community Capac i t ies :  L i t t l e  i n f o r m a t i o n  i s  a v a i l a b l e  t o  
i n d i c a t e  what t he  NCCK ass is tance miqh t  have meant f o r  entreDreneurs as 
community a c t i v i s t s  and leaders,  and i t  would h a r d l y  be the  type of i n f o r -  
mation the  p r o j e c t  would seek t o  c o l l e c t  a t  l e a s t  a t  f i r s t .  However, D-GAP 
evidence suggests t h a t  t he  business groups have begun t o  take  a l ead ing  r o l e  
i n  promoting l o c a l  development and equ i ty .  They a r e  found t o  be i nvo l ved  i n  
numerous Harambee p r o j e c t s  and o t h e r  work w i t h  t h e  most impoverished i n  t h e i r  
communities. Indeed, many of these poor a re  brought  i n t o  groups, and the  
ass is tance they rece i ve  i s  a probable source o f  t h e  g r e a t e r  awareness and 
sel f-conf idence a l s o  repo r ted  t o  be a consequence o f  group (successfu l  group?) 
a c t i v i t y .  



I n  t h i s  impor tan t  area f o r  t h e  NCCK the  r e s u l t s  a re  gene ra l l y  q u i t e  
p o s i t i v e .  Poor a re  be ing  reached, and many o f  t h e  most disadvantaged among 
t h e  poor  have b e n e f i t t e d .  Ass is ted  groups seem t o  have a marked p o t e n t i a l  f o r  
personal and community development. The number o f  women a s s i s t e d  i s  irnpres- 
sive. Women entrepreneurs a r e  n o t  o n l y  q u i t e  poor,  b u t  serve t o  t r ansmi t  t h e  
r e t u r n s  from business opera t ions  i n t o  ass is tance f o r  t h e i r  own f a m i l i e s ,  and 
thus t h e  impact on pove r t y  becomes general ized. This ,  however, r a i s e s  
quest ions about t he  s u s t a i n a b i l  i ty bo th  o f  t h e i r  businesses--and of business 
lend ing  programs which do n o t  generate sus ta inab le  en te rp r i ses .  S t i  11 , the re  
i s  much t o  apprec ia te  and :earn f rom a p r o j e c t  which does a c t u a l l y  reach t h e  

* 

poor, and impact on t h e i r  incomes. C e r t a i n l y  incomes do tend t o  remain h i g h e r  
than they were a t  t h e  t ime t h e  p r o j e c t  loan  was granted, as we noted e a r l i e r .  

D. Organ iza t iona l  Development/ I n s t i t u t i o n  B u i l d i n g  

. What a r e  the  i n d i c a t i o n s  t h e  NCCK has improved i t s  capac i ty  as 
an implementing o rgan i za t i on?  

2. k h a t  evidence i s  t h e r e  t h a t  t he  NCCK has been ab le  t o  c o n t r i b -  
u te  t o  t he  development o f  a  network o f  p u b l i c  and p r i v a t e  a c t i v i t i e s  
suppor t i ve  o f  i n fo rma l  s e c t o r  development on a broad scale? 
(Con t r i bu t i ons  t o  networking. ) 

3 .  What have been the  main s t rengths  and weaknesses o f  t he  organ- 
i z a t i o n ' s  e f f o r t s  t o  develop group businesses? 

4. How do t h e  va r i ous  i n s t i t u t i o n  b u i l d i n g  a c t i v i t i e s  impact on 
each o ther ,  and on t h e  s u s t a i n a b i l i t y  o f  t h e  p r o j e c t ?  

Data and Ana lys is  

When we speak o f  i n s t i t u t i o n  b u i l d i n g  i n  a case such as t h i s  one, we have 
i n  mind the  c r e a t i o n  o f  p r o j e c t  management c a p a c i t l e s  ( f o r  t h i s ,  and o the r  o f  
t h e  implementing o r g a n i z a t i o n ' s  development p r o j e c t s ) .  We a l s o  r e f e r  t o  t h e  
degrez t o  which p r o j e c t  a c t i v i t i e s  have generated a network o f  groups and 
agencies which a re  l i k e l y  t o  a s s i s t  f u t u r e  business development a long l i n e s  
est .ab l ished by the  p r o j e c t ,  o r  a t  l e a s t  n o t  t o  i n t e r f e r e  w i t h  such develop- 
ments. I n  speaking of  t h e  l a t t e r  groups we mean t o  encompass those c o l l e c t i v e  
en te rp r i ses  which t h e  NCCK supports,  and a l s o  the  p u b l i c  and p r i v a t e  bodies 
i nteres ted  i n  business development and n a t i o n a l  development. F i n a l  l y  , we need 
t o  deal w i t h  t he  "sum" o f  a l l  i n s t i t u t i o n a l  impacts, t o  decide how much t h e  
p r o j e c t  i s  a f f e c t i n g  o r  can a f fec t  t h e  development o f  p l u r a l i s t i c ,  compet i t i ve  
communities w i t h  increased c a p a c i t i e s  t o  deal w i t h  human needs. For  the  NCCK 
a l l  these a re  c r i t i c a l  concerns, though n o t  c l e a r l y  seen o r  a t t a i n a b l e  i n  the  
:hort run. We look  c l o s e l y  a t  these outcomes, t he re fo re ,  w i t h  understanding 
of  t h e  complex i ty  of the  tasks involved.  We a l s o  l o o k  because i t  i s  o f t e n  the  
case t h a t  more " i n s t i t u t i o n  b u i l d i n g "  was a c t u a l l y  done, and/or more easy 
o p p o r t u n i t i e s  t o  b o l s t e r  t h e  i n s t i t u t i o n a l  base o f  development a c t i v i t y  were 
missed, than i s  c l e a r l y  ev ident .  , 



To g e t  a t  a l l  these quest ions o f  capac i ty ,  network ing and s u s t a i n a b i l i t y  
we focus on t h e  NCCK/SBS p e r  se, and we ask th ree  quest ions about t h i s  organ- 
i z a t i o n  and i t s  p r o j e c t  management which w i l l  y i e l d  i n f o r m a t i o n  about t he  NCCK 
and t h e  r e l a t i o n s h i p  i t , and i t s  b e n e f i c i a r i e s ,  have w i t h  r e l e v a n t  "o thers"  i l r  

the p u b l i c  and p r i v a t e  sectors.  F i r s t  we l o o k  a t  i n s t i t u t i o n a l  autonom , --+ main ly  seeking t o  determine t h e  e x t e n t  t o  which t h e  NCCK's own deve opment 
s t r a t e g y  and implementat ion t a c t i c s  a re  t h e  base on which p r o j e c t  dec is ions  
r e s t .  Have these procedures become r e l a t i v e l y  immune t o  spec ia l  p lead ing  by 
ou ts ide rs ,  and by top  l eade rsh ip  w i t h i n  t he  NCCK? 

We then l ook  a t  t h e  ques t ion  o f  coherence. I s  t he re  agreement among 
those who share r e s p o n s i b i l i t y  f o r  d e f i n i n g ,  r e d e f i n i n g  and implementing t h e  
p r o j e c t  concerning goals  and t a c t i c s ?  F i n a l  l y ,  a r e  mechanisms i n  p lace  t o  see 
t h a t  the  NCCK d e c i s i o n  makers have t h e  in fo rmat ion  about environmental  f ac to rs  
and change which would a l l o w  them t o  modi fy  t h e i r  e f f o r t s  i n  t he  face o f  new 
demands, o r  h i g h  cos ts?  Are e f f o r t s  made t o  inc rease the  c a p a b i l i t i e s  o f  NCCK 
s t a f f  so t h a t  they become b e t t e r  a t  adapt ing  t h e i r  own e f f o r t s  t o  changing . 
cond i t i ons ,  and so t h a t  t h e i r  commitment t o  t h e  o rgan i za t i on  grows? 
Ada t a b i l i t  can a l s o  be measured by p a s t  a c t i v i t i e s :  has the  NCCK/SBS 
M r  t h e  pas t  t h r e e  and a  h a l f  years t o  meet new demands and 
o p p o r t u n i t i e s ?  . 

Autonomy: For  o rgan i za t i ons  and p r o j e c t s  such as those t h e  SBS promotes, 
problems w i t h  spec ia l  i n t e r e s t s  a r e  common. Money i s  ava i  lab le - - impor tan t  f o r  
i t s e l f  o r  as a  means f o r  developing o r  cementing patronage r e l a t i o n s h i p s .  
P o l i t i c a l  o f f i c i a l s  e s p e c i a i l y  might  be i n t e r e s t e d  i n  NCCK f o r  t he  patronage 
poss ib i  1  i t i e s ;  f o r ,  as a1 ready mentioned, i n  a  one-party democrat ic s t a t e  s ~ c h  
as Kenya, quest ions o f  p o l i c y  a r e  l i k e l y  t o  be l e s s  c e n t r a l  f o r  the  p o l i t i c a l  
f i g u r e  than o p p o r t u n i t i e s  t o  c rea te  a  l a r g e  body o f  c l i e n t s .  New p r o j e c t s  a re  
e s p e c i a l l y  suscep t i b le  i n  such cases, s i nce  procedures are  j u s t  be ing  worked 
ou t ,  s t a f f  i s  new and channels f o r  i n q u i r y  t o  c e n t r a l  o f f i c e s  n o t  w e l l  
developed. Top o f f i c i a l s  may be a t  f a u l t  here, even i f  mot ivated by good 
i n t e n t .  They may seek t o  g e t  h e l p  t o  those they know a re  p a r t i c u l a r l y  i n  need 
even i f  j u s t  es tab l i shed  procedures g e t  s h o r t - c i r c u i t e d .  Moreover, when s t a f f  
do wish t o  subver t  procedures f o r  t h e i r  own ends, t h e  e a r l y  stages o f  p r o j e c t  
a c t i v i t y  o f f e r  f i n e  o p p o r t u n i t i e s - - i n  p a r t i c u l a r  when the  sponsoring body has 
n o t  had much experience w i t h  s i m i l a r  types o f  programs. I n  a  s o c i e t y  such as 
Kenya's, e t h n i c i t y  can a l s o  become a  f a c t o r  weighing on decis ions.  The 
ques t ion  of autonomy then i s  impor tan t  and i s  focused on whether SBS a s s i s t -  
ance e f f o r t s  grew o u t  o f  the  o r g a n i z a t i o n ' s  goals  and s t ra tegy ,  o r  whether 

*A few s t a f f  members d i d  i n d i c a t e  having susp ic ions  e a r l y  i n  t he  l i f e  o f  
the p r o j e c t  t h a t  some l o a n  dec is ions  were taken "on h igh"  and i n  behal f  o f  
a c o ~ a i n t a n c e s  and t h a t  t he re  was no room f o r  the  s t a f f  t o  chal lenge t h i s .  The 
ac t i dns  Seemed t o  represent  e f f o r t s  t o  a s s i s t  poor  people known t o  f r i e n d s  and 
col leagues more than t o  d i v e r t  resources t o  those w i t h  ample resources. I n  
a d d i t i o n ,  a  s u b s t a n t i a l  m a j o r i t y  o f  SBS s t a f f  mentioned none o f  t h i s .  More- 
over,  a l l  seemed t o  agree t h a t  c u r r e n t l y  the  ope ra t i ng  procedures a re  
d i f f i c u l t  t o  subver t ,  e s p e c i a l l y  s ince  the  e s t a b l i s h i n g  o f  t he  na t i ona l  and 
reg iona l  adv isory  bodies--e\en though these bodies may sometimes have been too  
w i l l i n g  t o  f o l l o w  the  advice o f  s t a f f .  



they were on occasion products o f  shor t - term concerns, perhaps in t roduced from 
the  ou ts ide  by i n f l u e n t i a l  i n d i v i d u a l s  o r  groups. 

The SBS o f  t he  NCCK seems over  t he  th ree  y e a r  p e r i o d  t o  have achieved 
cons iderab le  autonomy. The reco rd  f rom Development GAP and o t h e r  reviews 
suggescs t h a t  t he re  i s  no e t h n i c  b i a s  i n  ass is tance pa t te rns ,  and t h a t  
approved procedures are  fo l lowed i n  dec is ions  on ass is tance and loans.* The 
base of t h i s  autonomy i s  p a r t l y  personal.  I t  seems t o  r e f l e c t  t he  determina- 
t i o ! ~  of  t op  SBS leadership,  i n c l u d i n g  t h e  UCIP D i r e c t o r ,  Ms. Kogo, ana the 
Development GAP s t a f f ,  t o  assure t h a t  personnel dec i s i ons  and bas i c  ass is tance 
a c t i v i t i e s  were undertaken w i t h  c e n t r a l  regard f o r  t h e  o v e r a l l  p r o j e c t  goals .  
It i s  perscnal  a l s o  i n  t he  sense t h a t  s t a f f  seem proud of what they  a r e  doing 
and chal lenged by t h e  fu tu re .  They a r e  n o t  so l i k e l y ,  t he re fo re ,  t o  see t h i s  
process subverted. 

L 

These procedures have deeper roo ts ,  however, i n  t he  very  decent ra l  i z e d  
na ture  o f  t h e  p r o j e c t .  A1 1  l o a n  approvals  r e q u i r e  t h a t  SW and SBPs separa te ly  
decide t h a t  t h e  l oan  i s  necessary. SBPs r e p o r t  occasions when they f e l t  SW 
had pushed f o r  c e r t a i n  c l i e n t s  they found marginal  i n  t e r n s  o f  business 
p o t e n t i a l ,  b u t  whom the  SW had come t o  know and h e l p  over  a  long  p e r i o d  o f  
t ime. However, t he  reverse was a l s o  t r u e  as t h e  SW o f t e n  warned SBPs about 
t he  doub t fu l  r e l i a b i l i t y  o f  o l d  c l i e n t s  now a p p l y i n g  f o r  loans. On the  whole, 
w h i l e  c o n s u l t i n g  procedures a r e  t ime  consuming, they  d i d  n o t  seem t o  reduce 
the  capac i ty  o f  s t a f f  t o  generate business, and they d i d  seem t o  p rov ide  
useful bu f fe rs .  The Nat iona l  Task Force Committee, as an o rgan i za t i on  o f  
i n f l u e n t i a l s  from the  p u b l i c  and p r i v a t e  sectors,  a l s o  served t o  reduce the  
prospect  f o r  spec ia l  i n t e r e s t  funding. The same can be s a i d  about the  
reg iona l  task f o r c e  c o m i t t e e s .  These l a t t e r  cou ld  become spec ia l  i n t e r e s t  
l obb ies  more e a s i l y  i f  a  powerful  l o c a l  o f f . i c i a l  o r  businessman were t o  take  
charge of t he  group. But  t h i s  a l s o  seems u n l i k e l y  s i nce  l o c a l  s t a f f  a r e  
i nvo l ved  on the  adv isory  bodies, and NCCK/Nairobi keeps watch on t h e i r  
a c t i v i t i e s  and recommendations. Moreover, church rep resen ta t i on  on the  
var ious  committees i s  an a d d i t i o n a l  f o r c e  f o r  autonomy-wi t h  t he  poss ib le  
except ion  o f  a  tendency t o  favor  Ch r i s t i ans ,  though the re  i s  no s t rong  
evidence t h a t  t h i s  has happened. Genera l ly ,  SBPs r e p o r t  t h a t  church groups 
a re  l ess  l i k e l y  t o  be in f luenced by p o l i t i c a l  cons idera t ions .  On t h e  whole, 
therefore,  and t o  i t s  c r e d i t ,  t h e  NCCK ha= generated a  good, wide base o f  
pub1 i c  and p r i v a t e  c o l l  eagues o r  a i  1  i e s - i n d i v i d u a l  and o rgan i za t i ona l .  

Despi te  t h e  favo rab le  conclus ions concerning t h i s  aspect  o f  i n s t i t u t i o n  
b u i l d i n g  one a d d i t i o n a l  comment i s  i n  order.  There w i l l  con t inue  t o  be 
p a r t i c u l a r i s t i c  pressures, and one s t a f f  member repor ted  a  con tac t  by a member 
o f  par l iament  seeking ass is tance f o r  c o n s t i t u e n t s  even w h i l e  we were conduct- 
i n g  the  eva lua t ion .  Even complex and t e s t e d  l end ing  procedures wi ll n o t  stand 
f o r  much i f  xop leadersh ip  does n o t  con t inue as i n  t he  pas t  t o  i n s i s t  on 
autonomy and the  p u r s u i t  of o rgan i za t i ona l  goals. Therefore, whi l e  t h e  
o rgan i za t i on  i s  t o  be commended, i t  must a l s o  be reminded o f  t he  importance o f  
suppor t ing  p r o j e c t  norms even i n  t h e  face  o f  spec ia l  p leading.  This  may be 
e s p e c i a l l y  impor tan t  i n  such p laces an Nakuru. Th is  i s  an area of recent  
immigrat ion, s ince  i t  was once t h e  cen te r  o f  B r i t i s h  set t lement .  Conse- 
quently,' group formation has been somewhat s tun ted  by the  l a c k  o f  common 



i d e n t i f i c a t i o n s  among people, and t h i s  has made e f f o r t s  t o  organize groups f o r  
p o l i t i c a l  purposes more common. Therefore, SBPs here have t o  t ake  spec ia l  
care n o t  t o  w ~ r k  w i t h  groups formed a t  l e a s t  p a r t l y  t o  advance t h e  candidacy 
o r  serve as channels o f  i n fo rma t i on  and i n f l u e n c e  f o r  p a r t i c u l a r  p o l i t i c i a n s  
o r  e t h n i c  groups. 

Coherence: What evidence do we have t h a t  NCCK s t a f f  a t  t he  cen te r  and i n  
the f i e l d  understand the  goals  o f  t he  e f f o r t  i n  t h e  same way--and a re  agreed 
on p r i o r i t i e s ?  Where such understanding and complex i ty  e x i s t s ,  an organiza-  
t i o n  should operate i n  a more e f f e c t i v e  manner and be more e f f i c i e n t  i n  i t s  
use o f  resources, However, coherence can be overdone and r e s u l t  i n  the  
s t i f l i n g  o f  i n i t i a t i v e .  What i s  needed i s  common knowledge and a bas i c  
agreement on goals,  y e t  room f o r  independerlt a c t i o n  which can i t s e l f  increase 
commitment t o  common concerns. 

I n te rv iews  w i t h  t he  NCCK s t a f f  revealed a common understanding o f  the  
basics o f  t h e  SBS and o f  a l t e r n a t i v e s  a v a i l a b l e  f o r  t h e  fu tu re .  To a g rea t  
ex ten t ,  t h i s  comnon knowledge i s  a consequence o f  t h e  e f f o r t s  o f  t h e  consul-  
t a n t s  from Development GAP. S u b s t a n t i a l l y  due t o  t h e  MIS system they 
i n s t a l l e d ,  a general  understanding o f  common inputs,  t a rge ts ,  and expec ta t ions  
ex i s t s ,  even where reg iona l  s t a f f  have ac ted  d i f f e r e n t l y  i n  l i g h t  o f  t he  
standards. Moreover, t he  r e p o r t s  o f  t h e  0-GAP have helped t o  pub1 i c i z e  s t a f f  
concerns and requests and a l s o  served t o  make them aware o f  common i n t e r e s t s  
and problems. 

The work o f  t h e  new Small Business Coord ina tor  seems 1 i k e l y  t o  c o n t r i b u t e  
f u r t h e r  t o  t h i s  e f f o r t .  Whi le he t r a v e l e d  w i t h  t h e  e v a l u a t i o n  team, we 
no t i ced  how i n t e r e s t e d  he was i n  c r e a t i n g  a common awareness o f  a1 t e r n a t i v e s  
and prospects. He hopes t o  v i s i t  r e g i o n a l  s i t e s  o f t e n  and t h i s  promises t o  
a i d  i n  the  maintenance o f  a coherent  approach. Our one concern, and i t  i s  a 
minor one, i s  t h a t  he migh t  ask f o r  t o o  much coherence and fry t o  encourage i t  
through s u b s t a n t i a l l y  increased r e p o r t i n g  t o  Na i rob i  and a genera l  increase i n  
paper work. 

Coherence a1 so imp1 i e s  cons iderab le  agreement on p r o j e c t  goal s and 
t a c t i c s .  Knowledge alone w i l l  n o t  serve p r o j e c t  coherence i f  t h e r e  i s  no sense 
t h a t  goals and t a c t i c s  are l e g i t i m a t e .  Discussions w i t h  p r o j e c t  s t a f f  members 
suggested t h a t  t he re  i s  t h i s  bas i c  agreement. Most f e e l  p o s i t i v e  about 
accomplishments and purposes. They f e e l  they  a r e  i n  a j o b  w i t h  meaning and 
p o t e n t i a l ,  bo th  f o r  t h e  b e n e f i c i a r i e s  and themselves. There i s ,  on the  o t h e r  
hand, some p o t e n t i d l  f o r  disagreement on group development; f o r  some s o c i a l  
workers see the  more business o r i e n t e d  promoters i n s u f f i c i e n t l y  sensi t i v e  t o  
the  t ime and energy needed t o  develop workable group p ro jec t s .  They f e e l  
t he re  i s  a l s o  i n s u f f i c i e n t  a p p r e c i a t i o n  o f  what group businesses can mean, n o t  
o n l y  i n  reaching poor people, b u t  i n  reducing cos ts  o f  loans and techn i ca l  
ass is tance.  Consequently, i t does appear t h a t  t h e  NCCK cuu ld  b e n e f i t  f rom 
a d d i t i o n a l  work through t r a i n i n g  and d ia logue t o  s e t  c l e a r e r  p r i o r i t i e s  and 
speak about t h e  amount of t ime and k inds  of i ncen t i ves  needed t o  promote group 
businesses. 



U l t i m a t e l y ,  coherence depends t o  a  cons iderab le  degree on t h e  l eade rsh ip  
w i t h i n  t he  UCIP and SBS. Because o f  t h e  d i s c o n t i n u i t y  i n  t he  leadersh ip  of 
t he  SBS over  t h e  years,  i t  has been the  UCIP which has g i ven  some coherence. 
However, t h e  SBS Coordinator  i s  i n  a  p o s i t i o n  t o  do much more. That i s  why we 
again no te  t h a t  t h e  i n s t i t u t i o n a l i z a t i o n  o f  t h e  SBS i s  impressive, b u t  depends 
i n  s u b s t a n t i a l  measure on the  c o n t i n u i t y  i n  t h e  o f f i c e  o f  SBC. We admired t h e  
work Mr .  Chege i s  doing and our  evidence and o p i n i o n  i s  t h a t  he would make a  
p o s i t i v e  c o n t r i b u t i o n  t o  NCCK e f f o r t s  i n  t h e  f u t u r e .  However, we do n o t  wish 
t o  become advocates f o r  p a r t i c u l a r  i n d i v i d u a l s .  Instead, we w ish  t o  s t r e s s  
t h a t  t he  at ta inments o f  t he  SBS i n  terms o f  autonomy and coherence r e q u i r e  
c o n t i n u i t y .  . . 

Ada t a b i l i t  : What resources does the  p r o j e c t  have f o r  adapt ing  t o  
f a i l u r e s  --e-by an o p p o r t u n i t i e s ?  How has t h i s  capac i t y  developed, and been d i s -  
played, over  t ime? Has the  p r o j e c t  moved toward focus ing  a c t i o n  where it has 
a  comparative advantage and a l l o w i n g  o t h e r  p u b l i c  and p r i v a t e  agencies t o  
complement i t s  work--and reduce i t s  cos ts?  Quest ions  about adap ta t i on  i n  an 
i n s t i t u t i o n a l  sense r e l a t e  t o  t he  f u t u r e  scope and na ture  o f  business ass is -  
tance e f f o r t s  and ove ra l  p r o j e c t  s u s t a i n a b i l  i ty.  

To a  degree, a d a p t a b i l i t y  i s  a  f u n c t i o n  o f  t h e  capac i ty  t o  l i s t e n  t o  
those most a f f e c t e d  by the  p r o j e c t  a c t i v i t i e s - - b e n e f i c i a r i e s  and o the rs  i n  
t h e i r  communities. The capac i t y  depends p a r t l y  on t h e  number and c a p a b i l i t y  
o f  " l i s t e n i n g  posts"  a v a i l a b l e  t o  an organ iza t ion .  I n  t h i s  respect ,  NCCK 
leadersh ip  and p r o j e c t  managers a r e  w e l l  served; f o r  they  do have good 
personal and o rgan i za t i ona l  1  i n k s  t o  sources o f  in fo rmat ion .  These i n c l u d e  
the  na t i ona l  and reg iona l  adv isory  bodies which p rov ide  feedback on p r o j e c t  
a c t i v i t y  and serve t o  represent  t he  NCCK t o  others.  They a l s o  i nc lude  the  
management in fo rmat ion  system, desp i t e  t h e  l a t t e r ' s  r e l a t i v e l y  modest sho r t -  
comings. When s t a f f  and o u t s i d e  observers o f  t h e  p r o j e c t  do speak o f  poss ib le  
improvements i n  these s t r u c t u r a l  l inkages,  they  focus on two d i f f i c u l t i e s .  
They express the  b e l i e f  t h a t  more e f f e c t i v e  e f f o r t s  cou ld  be made t o  assoc ia te  
top  government o f f i c i a l s  i n  suppor t i ve  r o l e s  and t h e  o p i n i o n  t h a t  g r e a t e r  
e f f o r t  could be made t o  coord ina te  a c t i v i t i e s  w i t h  o t h e r  o rgan i za t i ons  working 
0:; r e l a t e d  problems i n  the  var ious  regions where the  NCCK i s  a c t i v e .  Our L 
l i m i t e d  i n v e s t i g a t i o n s  suggest t h a t  t h e  l a t t e r  concern i s  b e t t e r  p laced and 
t h a t  the  NCCK has a  good deal t o  o f fe r  and ga in  through more r e g u l a r  c o l  l ab -  
o r a t i o n  i n  group development and business ex tens ion  a c t i v i t i e s  w i t h  var ious  
church and government bodies i nvo l ved  i n  income genera t ion  and smal l  business 
pr i r jec ts .  Even where the re  has been some assoc ia ted  e f f o r t ,  i t  has n o t  
e v i d e n t l y  been on a  regu la r ,  o r  w e l l  planned, basis .  

A d a p t a b i l i t y  a l s o  depends i n  p a r t  on t h e  f l e x i b i l i t y  of NCCK s t a f f  
members and leaders.  Our contacts  suggest t h a t  on t h i s  score, t he  organ iza-  
t i o n  does q u i t e  we1 1. There i s  e v i d e n t l y  a  commitment t o  l e a r n i n g  and indeed 
t o  exper imentat ion.  The ex tens ive  decent ra l  i z a t i o n  of p r o j e c t  a c t i v i t y  has 
increased t h i s  commitment, by ene rg i z i ng  and suppor t ing  innovat ion .  I n t e r e s t s  
vo iced by reg iona l  s t a f f  i n  a d d i t i o n a l  business t r a i n i n g  were usual l y  d i r e c t e d  
a t  the  p o s s i b i l i t i e s  f o r  improving t h e i r  opera t ions  i n  l i g h t  o f  c o n s t r a i n t s  
and o p p o r t u n i t i e s  they had seen l o c a l l y .  



I n  behav io ra l  terms, a d a p t a b i l i t y  has been ev iden t  i n  a  number o f  steps 
taken by t h e  NCCK t o  meet changing requirements. These i n c l u d e  an increase i n  
the  s i z e  o f  loans which reg iona l  committees cou ld  approve and increased 
e f fo r t s  on t h e  p a r t  o f  some reg iona l  bodies t o  i n v o l v e  themselves more 
d i r e c t l y  i n  t he  process o f  assessing s t a f f  work on p o t e n t i a l  c l i e n t s  and i n  
the  fo l low-up on borrowers. T h i s  a l s o  inc luded c u r r e n t l y  ready plans f o r  
improving t h e  processes o f  f i n a n c i a l  management i n  N a i r o b i  so as t o  reduce t h e  
w a i t i n g  t ime on loans and t h e  gap between t h e  t i m e  when expenses a r e  i n c u r r e d  
and reimbursements provided. A t  a  more i n fo rma l  l e v e l ,  we a l s o  noted t h e  
ex ten t  t o  which f i e l d  s t a f f  i n  Kisumu, and t o  a  l e s s e r  ex ten t  i n  Mombasa, have 
become invo l ved  i n  c o l  l a b o r a t i o n s  w i t h  o t h e r  o rgan i za t i ons  work ing on group 
development and e n t e r p r i s e  promotion; w i t h  r e s u l t s  i n  some cases a l ready  
suggest ing i n t e r e s t i n g  a l t e r n a t i v e s  f o r  d i v i d i n g  f u t u r e  e f f o r t s  on the  bas i s  
o f  t h e  spec ia l  c a p a b i l i t i e s  o f  s i m i l a r  agencies. These behaviors suggest 
again t h e  e x t e n t  o f  t he  a d a p t a b i l i t y  o f  t h e  NCCK and the  s i g n i f i c a n c e  of  t h e  
sources of i n fo rma t i on  on which i t  can draw and has drawn. 

Summary 

We have s i g n i f i c a n t  evidence t h a t  the  NCCK's smal l  business p r o j e c t  has 
become we1 l i n s t i t u t i o n a l  ized, d e s p i t e  t he  suggest ions f o r  change and improve- 
ment. We see i n d i c a t i o n s  o f  e f f e c t i v e  network ing w i t h  a number of p u b l i c  and 
p r i v a t e  agencies (and i n d i v i d u a l  s)  whose suppnr t  seems t o  p rov ide  in fo rmat ion  
and b u f f e r i n g .  To a  degree because o f  t h i s ,  b u t  a l s o  because the  o rgan i za t i on  
has an experienced and committed s t a f f ,  t h e  NCCK/SBS has developed consider-  
ab le  autonomy. The NCCK i s  n o t  ab le  t o  produce i t s  own resources, b u t  n e i t h e r  
a re  most s o c i a l  s e r v i c e  agencies and p ro jec t s .  Bu t  t he  o rgan i za t i on  i s  
capable o f  ope ra t i ng  i n  the  l i g h t  o f  i t s  own development commitments and p lans  
and o f  becoming w e l l  es tab l i shed  as an agency w i t h  t h a t  capab i l  i t y .  The NCCK 
cou ld  perhaps reach o u t  more than i t  has t o  f e l l o w  s o c i a l  se rv i ce  agencies, 
and thereby m u l t i p l y  i t s  impact i n  s i g n i f i c a n t  ways. I f  i t  i s  t o  extend 
i t s e l f  i n t o  more r u r a l  development a c t i v i t y ,  i t  w i l l  have t o  do t h i s .  But  
t he re  should be no reason why t h e  NCCK cannot e n t e r  i n t o  such arrangements as 
a t  l e a s t  a  co-equal pa r tne r ,  w i t h  a  g rea t  deal t o  o f f e r ,  and w i thou t  major  
t h r e a t s  t o  i t s  own purposes and chosen b e n e f i c i a r i e s .  

P r o j e c t  Bene f i t s  and Costs: A Sumary  Ovcrview 

One o f  the  purposes o f  t h i s  mode o f  e v a l u a t i o n  i s  t o  p rov ide  a  wider,  
more systemic, view o f  the  impacts of  a p r o j e c t .  Th i s  perspec t ive  seeks t o  
i n d i c a t e  the  s v c i a l  and economic changes prompted by p r o j e c t  i npu ts  and 
management; t h a t  i s ,  t o  d e l i n e a t e  t h e  changes which have occurred and t o  
at tempt  t o  separate p r o j e c t  impacts f rom those produced by o t h e r  forces. 
These data a re  a l s o  t o  be cond i t i oned  by references t o  the  approach t o  devel -  
opment c h a r a c t e r i s t i c  o f  the  p r o j e c t  and i t s  implementors and t h e  var ious  
o p p o r t u n i t i e s  and obs tac les  posed by the  env i  ronment. The soc ia l  , economi c, 
and i n s t i t u t i o n a l  impacts are, t he re fo re ,  t o  be weighed and cond i t ioned by a t  
l e a s t  two a d d i t i o n a l  fac to rs .  However, once the  c o n t e x t  i s  es tab l i shed,  i t  i s  
bo th  app rop r i a te  and necessary t o  u t i l i z e  f i n a n c i a l  c o s t  data so as t o  estab- 
1 i s h  t he  r a t i o  of system r e t u r n s  t o  expendi tures.  Th i s  type  o f  bene f i t / cos t  



ana lys fs  does minimal v io lence t o  t h e  f a c t s  o f  a  p r o j e c t  and y e t  does a l l o w  
p r o j e c t  managers and eva lua tors  t o  look  a t  t he  r e t u r n  on ou t lays .  

We have argued elsewhere i n  t h i s  r e p o r t  t h a t  where business p r o j e c t s  do 
n o t  s p e c i f y  which o f  the  ca tegor ies  o f  impact should be emphasized, t h a t  a  
d e f a u l t  o p t i o n  should apply: w i t h  a l l  ca tegor ies  o f  impact be ing  t rea ted  the  
same i n  term o f  weights.  As t h e  methodology i s  t e s t e d  and r e f i n e d ,  a d d i t i o n a l  
c r i t e r i a  can and should be added, such as t h e  weighing o f  i n t e r a c t i o n  effects, 
s ince  system outcomes and o v e r a l l  p r o j e c t  i n t e g r a t i o n  w i t h  t h e  e x i s t i n g  soc ia l  
system i s  o f  u l t i m a t e  i n t e r e s t  t o  those drawing on t h i s  t ype  o f  eva lua t i ve  
approach. But i n  t h i s  case, we seek t o  a l t e r  the  d e f a u l t  1  i m i t s  o n l y  t o  the  
ex ten t  o f  suggest ing t h a t  t he  NCCK s t r a t e g y  would appear t o  c a l l  f o r  g rea tes t  

* 

a t t e n t i o n  t o  s o c i a l  and business l e v e l  impacts, secondar i l y  t o  i n s t i t u t i o n a l  
changes, and l a s t l y  t o  economic spread impacts. I t  i s  more d i f f i c u l t  t o  
determine t h e  e f f e c t s  o f  con tex t ,  s i nce  we a r e  d e a l i n g  w i t h  one na t i on ,  b u t  we I - 

can a t  l e a s t  o f f e r  reminders o f  t he  problems assoc ia ted  w i t h  reach ing  the  poor 
i n  a  sho r t  t ime w h i l e  gear ing up s t a f f  f o r  a  new operat ion.  

Having s e t  these cond i t i ons  and suggested how they dpp ly  i n  t h i s  case, 
what more can we r e a l l y  say? We know t h a t  t o t a l  p r o j e c t  expenses were 
approximately $425,000, and we have a  sense f rom t h i s  rev iew o f  what t h a t  
money purchased. However, u n t i l  we have generated a  number o f  systems 
eva lua t ions  f o r  comparable pro jects- -and such eva lua t ions  a r e  promised from 
var ious  sources- - i t  i s  d i f f i c u l t  t o  o f f e r  c l e a r  conclus ions about b e n e f i t s  and 
cos ts  o f  the  NCCK pbaject .  Even so we have accomplished a  good deal w i t h  t h i s  
data and ana lys is .  We have prov ided suggest ions p e r t i n e n t  i n  benef i t / c o s t  
terms, suggest ions f o r  reducing p r o j e c t  cos ts  , and f o r  mu1 t i p l y i n g  t h e  impact 
o f  f i x e d  expendi tures through c o l l a b o r a t i v e  e f f o r t s  w i t h  o t h e r  agencies. More 
impor tan t ly ,  we f e e l ,  i s  t he  f a c t  t h a t  t h i s  systems approach* prov ides a  mcans 
f o r  cha l l eng ing  more t r a d i t i o n a l  e v a l u a t i o n  methodologies; those f o r  instance, 
which base assessments l a r g e l y  on " u n i t  costs1'-- focusing on cos ts  pe r  1  oan 
expected, o r  p e r  u n i t  o f  sa les and p r o f i t ,  o r  pe r  j o b  created; o r  those which 
at tempt  t o  weigh r e s u l t s  so as t o  c r e d i t  s o c i a l  impacts, y e t  which shy away 
from speaking o f  dynamic fac to rs  a t  work t o  change r a t i o s  v i s i b l e  a t  one p o i n t  
i n  t ime o r  t o  improve spread e f f e c t s ,  e q u i t y  and s u s t a i n a b i l i t y .  As ambiguous 
and wide ranging as these conclus ions about the  SBS p r o j e c t  a re ,  we f e e l  they 
s t i l l  g i v e  the  reader  more app rop r i a te  i n fo rma t i on  than eva lua t i ons  t y p i c a l l y  
do. Yet, b e t t e r ,  more s p e c i f i c  and q u a n t i t a t i v e  work i s  needed from 
p r a c t i t i o n e r s  o f  systems eva lua t ion ,  so as t o  reduce l e v e l s  o f  ambigui ty  and - 
make t h i s  methodology more c r e d i b l e  t o  a l l  readers, and t o  s e t  f o r t h  modes f o r  
a d d i t i o n a l  comparat ive work. Development p r o j e c t s  w i t h  t h e  types o f  data 
c o l l e c t i o n  c a p a c i t i e s  which the  NCCK has developed and i s  developing should - 
promote an increased capac i t y  f o r  i n c l u d i n g  quant i  t a t i v e W d a t a  i n  i n s t i t u t i o n a l  
and s o c i a l  ana l ys i s .  There w i l l  always be room f o r  q u a l i t a t i v e  and specula- 
t i v e  i n fo rma t i on  i n  p r o j e c t  eva lua t ions ,  b u t  i t  can be made even more use fu l  
through i t s  r e l a t i o n s h i p  t o  more spec i f i c ,  q u a n t i t a t i v e  i n d i c a t o r s  o f  i o c i a l ,  
i n s t i t u t i o n a l  and economic change. 

* The approach i s  descr ibed i n  the  i n t r o d u c t i o n  t o  p a r t  111, pp. 20-22. 



I V .  LESSONS LEARNED 

1. It i s  p o s s i b l e  t o  d e l i v e r  va luab le  t e c h n i c a l  ass is tance and c r e d i t  
t o  very  poor  urban mic ro-sec tor  entrepreneurs. 

2. Th is  ass is tance can be e f f e c t i v e l y  d e l i v e r e d  by teams o f  s o c i a l  
workers and business promoters desp i t e  t h e i r  d i f f e r e n c e s  i f i  t r a i n i n g  and 
experience. 

3. F inanc ia l  and techn i ca l  ass is tance tends t o  p rov ide  r e a l  b e n e f i t s  i n  
terms o f  know1 edge, investment and d isposab le  income. However, new 
s k i l l s  tend t o  be used l e s s  w i t h  t h e  passage o f  t ime, and changes i n  
f a m i l y  consumption pa t te rns  tend t o  reduce t h e  long-term s i g n i f i c a n c e  o f  
?oans. Family and business income tend t o  d e c l i n e  over t ime. 

4. Securing r e g u l a r  repayment from in fo rma l  sec to r  entrepreneurs poses 
spec ia l ,  and d i f f i c u l t ,  problems. Care fu l  s e l e c t i o n  and b e t t e r  fo l low-up 
a r e  o n l y  p a r t  o f  t h e  answer. What i s  r e q u i r e d  i s  a  f u l l - s c a l e ,  coor- 
d ina ted  e f f o r t  supported by NCCK/Nairobi . 
5. For very  poor, b u t  o therwise e l i g i b l e  c l i e n t s ,  more e f f o r t  needs t o  
be made t o  p rov ide  b u f f e r s  aga ins t  shor t - te rm emergencies o therw ise  
l i k e l y  t o  undermine business operat ions.  Even i f  t h i s  cou ld  be done w i t h  
an emergency g r a n t  fund (perhaps admf n i s t r a t i v e l y  separate f rom the  SBS) 
i t  would pose d i f f i c u l t i e s .  S t i l l ,  NCCK's c l i e n t s  a re  e s p e c i a l l y  vu lne r -  
ab le  and some form o f  emergency a i d  may prevent  otherwise h i g h l y  
mot ivated and capable i n d i v i d u a l s  f rom tapp ing  business funds , fo r  f a m i l y  
emergencies. More s t r i n g e n t  standards m igh t  then  be used f o r  eva lua t i ng  
the  business a c t i v i t y  and repayment p r a c t i c e  o f  these i n d i v i d u a l s .  

6. The decent ra l  i z a t i o n  of responsi b i  1  i t y  t o  the  s o c i a l  worker/promoter 
teams seems t o  produce i n i t i a t i v e  and commi tment. However, 1  c c a l  team 
morale and e f fec t i veness  depends on t h e  r e c e i p t  from t h e  c e n t r a l  adniinis- 
t r a t i o n  of s u f f i c i e n t  i n fo rma t i on  on program goals,  and t i m e l y  suppor t  as 
we1 1. 

7. I n  such a decen t ra l i zed  program, both reg iona l  and n a t i o n a l  s t a f f  
r e q u i r e  r e g u l a r  t r a i n i n g  o p p o r t u n i t i e s  i n  o r d e r  t o  come t o  understand the  
broader developmental s i g n i f i c a n c e  o f  what t hey  a r e  doing. (The NCCK 
model, by focus ing  on the  i n t e g r a t i o n  of s o c i a l  and economic change se ts  
t he  bas i c  agenda f o r  a  h o l i s t i c  approach t o  development. T r a i n i n g  cou ld  
s t rengthen a c t i v i t y  i n  suppor t  o f  t h i s  approach, as coul d  exchange 
programs w i t h i n  and w i t h o u t  Kenya.) 

8. Among the  circumstances enab l ing  an o r g a n i z a t i o n  such as t h e  NCCK t o  
grow as an implementing agency f o r  smal l  e n t e r p r i s e  p r o j e c t s  are: 

a. t h e  f a c t  t h a t  t o p  l eade rsh ip  (UCIP D i r e c t o r ,  c u r r e n t  SBC a t  
l e a s t )  were committed t o  programmatic goals  and w i l l i n g  t o  defend 
them; 



b. the f a c t  t h a t  a PVO such as D-GAP w i t h  experience i n  the urban 
informal sector  and comnitted t o  NCCK goals was able t o  provide 
r e l i a b l e  and t imely  informat ion on p ro j ec t  developments; and t ha t  it 
was occasional ly  able t o  ass i s t  i n  exp la in ing p ro j ec t  goals and 
needs t o  donors and o ther  NCCK o f f i c i a l s .  

9. Group development i s  much more complex and c o s t l y  than was envi-  
sioned. Even organizat ions such as the NCCK, w i t h  considerable 
experience and many contacts facr! problems i n  s t a r t i n g  and sustain ing 
business groups. Poor people are not  easy t o  organize; and when you also 
seek t o  ass i s t  members t o  become successful entrepreneurs, there are 
add i t i ona l  problems which must be handled. Knowledge and incentives, 

* 

i nc lud ing  secur i t y  , must be provided over extended periods. 

10. Group formation i s  much more complex and cos t l y  than was envisioned, - 
even by an organizat ion w i t h  long experience i n  the f i e l d .  Group enter- 
p r i s e  a c t i v i t i e s  are p a r t i c u l a r l y  d i f f i c u l t  t o  s t a r t  and sustain. 



V. RECOMMENDATIONS* 

1. The NCCK needs t o  continue w i t h  cur rent  e f f o r t s  t o  c l a r i f y  and 
r a t i o n a l i z e  admin is t ra t ive  r e s p o n s i b i l i t y  and structure.  

a. The cur rent  Small Business Coordinator must be given the 
r e s p o n s i b i l i t i e s  and assurances which should increase the probabi l -  
i t i e s  he w i l :  s tay on the  job i n d e f i n i t e l y .  ( S t a f f  con t i nu i t y  i n  
general should be an organizat ional  p r i o r i t y .  ) 

b. The planned separat ion o f  the  UCIP and the  SBS should progress 
a t  l eas t  t o  the degree t h a t  the SBS has i t s  own independent accoun- 
t a n t  and s t a f f  o f  soc ia l  workers. 

c. Planned e f f o r t s  by the incumbent SBC t o  increase h i s  f i e l d  
contacts and communication should be encouraged. However, he should 
consider c a r e f u l l y  h i s  t e n t a t i v e  plans f o r  increasing the range and 
amount o f  f i e l d  s t a f f  report ing.  Improvements i n  repor t ing  are 
needed (see below), but  adding t o  tne number o f  repor ts  provided 
regu la r l y  by the already busy SBPs and SWs may no t  improve in fo r -  
mation o r  s t a f f  performance. It may over l y  focus t h i s  work on 
a c t i v i t i e s  which "fit the  formstt and can be eas i l y  reported. 

2 .  The SBPts innovat ive management ' in format ion system should be sim- 
p l i f i e d  through e f f o r t s  t o  focus on economic and soc ia l  data which can be 
r e l i a b l y  co l l ec ted  f r o c  NCCKts c l l e n t s  and o ther  data sources. This w i l l  
reduce t ime pressures faced by promoters and soc ia l  workers. 

3 .  Special e f f o r t s  need t o  be made t o  improve the r a t e  of repayment o f  
SBP loans. 

a. This may we l l  requ i re  the appointment o f  a  co l l ec t i ons  c l e r k  
w i t h  primary r e s p o n s i b i l i t y  f o r  fol low-up on loans and co l lec t ions .  
Though i t  could prove c o s t l y  t o  have a  person mainly t o  provide t h i s  
serv ice,  added re turns may be s ign i f i can t .  I n  add i t ion ,  some SBPs 
i i k e  the idea o f  having r e s p o n s i b i l i t y  f o r  c o l l e c t i n g  debts removed, 
as they fee l  t h i s  w i l l  improve t h e i r  consu l ta t i ve  re la t ionsh ips  w i t h  
t h e i r  c l  ien ts .  

b. I t  i s  appropriate, as we l l ,  t o  seek more involvement by 
regional  advisory body members w i t h  c l  ien ts .  These ind iv idua ls  are 
o f t en  persons o f  in f luence i n  the area, and t o  have them associated 
w i t h  the process o f  s ign ing f o r  the loan, and i n  fo l low-up should 
add t o  the incen t i ve  f o r  repayment. I f  and when lega l  ac t ion  needs 
t o  be taken, i t  would be appropr iate t o  have the advisory body 
invo lved i n  ways needed t o  reduce the need f o r  a soc ia l  serv ice 
agency such as NCCK t o  be seen as an "enforcertt .  

*Ilost o f  these recommendations r e f l e c t  an assumption t h a t  the NCCK w i l l  
continue t o  receive external  funding f o r  i t s  SB program. 



c. I t  would be use fu l  t o  i n s t i t u t i o n a l i z e  t h e  p r a c t i c e  begun i n  
Nakuru o f  hav ing borrowers p rov ide  t h r e e  guarantors p r i o r  t o  the  
approval o f  loans. Guarantors a re  n o t  adequate f o r  most l oan  
o f f i c e r s ,  i n  the  absence o f  o t h e r  evidence o f  a capac i t y  t o  repay, 
b u t  they would a t  l e a s t  p rov ide  some a d d i t i o n a l  evidence f o r  t h e  
SBPs o f  t he  s tand ing  o f  app l i can ts  i n  t he  comnunity--and some leads 
i f  and when i t  i s  necessary t o  fo l low-up on those behind i n  repay- 
ments. 

d. The l end ing  process should a l s o  be f u r t h e r  decent ra l i zed .  A 
c e r t a i n  p o r t i o n  o f  a v a i l a b l e  funds ( o r  o f  those c o l l e c t e d  l o c a l l y )  
might  be banked i n  t he  var ious  p r o j e c t  s i t e s .  I t  cou ld  be used then 
f o r  s p e c i f f e d  a c t i v i t i e s ,  such as second loans o r  even new loans, up 
t o  a s e t  l i m i t .  Th is  cou ld  p rov ide  some incen t i ves  f o r  more aggres- 
s i v e  loan  c o l l e c t i o n s ,  and o p p o r t u n i t i e s  f o r  i nc reas ing  t h e  sense of 
involvement o f  l o c a l  adv isory  bcdies i n  t h e  p ro jec t .  I t  should a l s o  
promote f l e x i b i l i t y  and responsiveness t o  l o c a l  cond i t ions .  
Documentation on t h e  money c o l l e c t e d  and i t s  use would s t i l l  be 
prov ided t o  t he  n a t i o n a l  o f f i c e  as i s  c u r r e n t l y  t he  p r a c t i c e .  

e. Second loans a re  be ing  granted on occasion, and should be 
e f f e c t i v e  i n  encouraging repayment. There i s  some evidence t h i s  has 
worked and experiments w i t h  second loans should continue.* However, 
care needs t o  be exerc ised  i n  t h e  g r a n t i n g  o f  such loans because 
they tend t o  go t o  r e l a t i v e l y  l a r g e r  businesses. 

f. F i n a l l y ,  SBPs and SWs should pay c l o s e r  a t t e n t i o n  t o  c l i e n t  
se lec t i on .  Though the  issue o f  s e l e c t i o n  w i l l  always be clouded by 
t h e  NCCK1s phi losophy and goals,  SBPs and SWs must develop b e t t e r  
busirress c r i t e r i a  f o r  loans and t r e a t  s o c i a l  purposes as much as 
poss ib le  as separate ones. Soc ia l  goals  may cont inue t o  be as 
important ,  o r  more important ,  b u t  g ran ts  o r  o t h e r  suppor t  
independent o f  SBS loan  funds should be sought t o  take care  o f  
personal o r  f a m i l y  needs l i k e l y  t o  impinge sharp ly  on business 
a c t i v i t y .  SBS loans should be f d e n t i f i e d  c l e a r l y  as business loans 
and fo l low-up e f f o r t s  made t o  assure such use occurs. 

4.  S t a f f  development a c t i v i t i e s  should be increased and somewhat 
broadened i n  terms o f  o v e r a l l  purposes. 

a. The numbers o f  s ta f f  t r a i n i n g  workshops/seminars on t o p i c s  
r e l a t e d  t o  business promotion ( e s p e c i a l l y  i n  r u r a l  areas) should be 
increased, p r o v i d i n g  o p p o r t u n i t i e s  f o r  s t a f f  t o  l e a r n  about business 

*See J e f f r e y  Ashe, Local E f f o r t s  i n  Mic ro-Enterpr ise  Development: The 
PISCES Experience. Washington, D.C.: Agency f o r  I n t e r n a t i o n a l  Development, 
A p r i l ,  1955. Al'so M. Otero and J.  Blayney, Eva lua t ion  of  the  Dominican 
Devel opment Foundat i o n  I s  Proqram f o r  the  Development o f  M ic ro-Enterpr i  ses 
(PRODEME), Washington: Agency f o r  I n t e r n a t i o n a l  Development, November, 1984. 



and exchange ideas w i t h  each other. When possib le,  j o i n t  programs 
w i t h  extension agents from other  nat ions should be he ld  both t o  
f a c i l i t a t e  the sharing o f  in format ion and t o  enhance the s ta tus  o f  
program a c t i v i t i e s .  (Desired by SBPs. ) 

b. Tra in ing and workshop programs should a1 so invo lve the regional  
advisory board members, perhaps through shor te r  (one-day) workshops. 
I t  would be appropr iate t o  have these workshops i n  Nairobi  o r  some 
cen t ra l  l oca t ion  so t h a t  board members serve wi thout  pay, w i t h  some 
personal oppor tun i t ies  f o r  t rave l  , contacts, i n t e l  l e c tua l  stimu- 
l a t i o n ,  etc.  

c. Programs f o r  s t a f f  and advisors should provide informat ion on 
business development and maintenance, bu t  a l so  on t h , t  problems o f  
promoting r u r a l  enterpr ises.  I n  many ways, r u r a l  en te rp r i se  devel- 
opment h i gh l i gh t s  most o f  the needs which were surfaced i n  NCCK's 
urban sector work: The need t o  provide a s o c i a l l y  support ive nexus 
f o r  poor entrepreneurs; a need f o r  understanding e x i s t i n g  and 
po ten t i a l  markets; the need t o  t h i nk  o f  reg iona l  economic i n t e -  
grat ion;  and the need t o  maintain admin is t ra t i ve  coordinat ion and 
cont ro l .  Current in format ion i n  the  e f f i c a c y  o f  d i f f e r i n g  tech- 
niques fo r  se lec t inq  po ten t i a l  c l  i en t s  and entrepreneurs would a lso  
be he1 pful . 

5 .  Where group development i s  o r  becomes a primary emphasis o f  the NCCK 
small business program, i t  should be undertaken and sustained w i t h  care 
and perseverance. Thi s  s i gn i f i e s  e f f o r t s  t o  understand and account f o r  
v a r i a t i o n  among groups; e f f o r t s  t o  see t h a t  group a c t i v i t i e s  promote 
incent ives t o  group members; and attempts t o  develop a more extensive 
base of information on group operat ions over time, f o r  use i n  p ro j ec t  
planning as we l l  as research. Every e f f o r t  needs t o  be made t o  non i t o r  
the incent ives provided t o  i nd i v i dua l  group members. 

a. Group v a r i a t i o n  and appropr iate s t ra teg ies :  Some groups w i l l  
be comprised o f  i nd i v i dua l s  working together mainly because i t  
serves t h e i r  mater ia l  i n t e res t s  and f o r  whom i n  la rge  measure 
membership i s  a funct ion o f  re turns  provided by t h e i r  own act ions. 
The g ra in  merchant's group i n  Kisumu i s  o f  t h i s  type, and was formed 
mainly because government l icenses f o r  purchasing g ra in  are given 
mainly t o  groups. 

( i )  Other groups may be formed t o  provide soc ia l  goals, and/or 
t o  i n s t i t u t e  c o l l e c t i v e  means f o r  consider ing basic problems 
and so lu t ions- - inc lud ing income generat ing a c t i v i t i e s .  Incen- 
t i ves  i n  the short-term f o r  each member may be less important 
than the chance t o  meet and t a l k ;  but  i n  the longer term, these 
groups usua l l y  t h r i v e  most when means emerge f o r  prov id ing 
re turns which can be disaggregated and awarded i n  propor t ion t o  
the member's commitment and e f f o r t .  



( i  i )  "Task1' and "socic?l" purposes may, of course, be present 
in a l l  groups--and may exist in vary ing  degrees among the 
priori t ies  of each member. However, such things as the educa- 
tional level of the group, the proximity of  members to each 
other, and the group's stated goals, may provide means for 
understanding what  types of returns are needed to promote group 
cohesion and goal seeking. 

b. Incentives and the Prospects for Individual Development within 
Groups. Students of mass movements offer numerous ins'ights into 
group development, even where the purposes of groups are more 
limited, as in these cases. They find that the following factors 
and the sequences of activity to be important. 

( i )  Groups serving the poor need f i r s t  t o  be sensitive to  what 
m i g h t  be called "securityN needs. Where governments and  
economic el i tes  are not actually hostile to group development 
(as i n  these cases), there are questions of security related t o  
the borrowing of money and the threat of short-term personal 
crises. Groups which generate sel f-re1 iance in the 1 onger term 
may well need to pay attention t o  security needs in the short- 
term. 

( i  i ) Successful group projects with poor participants also 
tend to create a "freedom t o  act" and rewards which make this  
freedom meaningful . These can be group rewards, as in the case 
where productive act iv i t ies  result in the construction of a 
building for meetings and business activity. Bu t  successful 
efforts  t o  mobilize the poor also feature indivtdualized 
benefits usually clearly tied to group activity and 
performance. 

6. The NCCK and Small Business Scheme managers should t rea t  with more 
seriousness their  current, infor.:al efforts  a t  coordination (or "network- 
ing") with other orgarlitations and individuals involved with similar 
types of  development projects. 

a. Sharing of training effor ts ,  credit investigations and follow- 
-up, and a1 so group development ac t iv i t ies  with existing government, 
business and church organizations in a l l  s i t es  appears possible. 
The NCCK has good working relations with these organizations, having 
been involved in several cases with their  founding or early 
development. NCCK s taff  are we1 1 known and respected by officials  
of these agencies. 

( i )  Advantages which would accrue could include learning and  
the spread of the NCCK's influence and economic im~act .  



( i i )  Advantages from t h i s  sharing could a lso inc lude reduced 
operat ing costs. As the NCCK program i s  extended more i n t o  
r u r a l  areas, and group development requirements increase, t h i s  
can be o f  specia l  signif icance. 

b. The NCCK would have much t o  o f f e r  o ther  organizat ions i n  
es tab l ish ing a  support network. I n  add i t i on  t o  i t s  exper t ise  i n  
t r a i n i n g  and c r e d i t  a c t i v i t i e s ,  i t  has a  we l l  tested M I S  system, 
which should be q u i t e  e f fec t ive  if f i e l d  workers have t r a i n i n g  and 
the incen t i ve  t o  u t i l i z e  i t  ca re fu l l y .  With it, the  NCCK could 
become a major repos i tory  o f  in format ion on small business and 
markets; and could provide assessments of the  strengths and 
weaknesses of various approaches t o  small en te rp r i se  development. 



APPENDIX 
EVALUATION METHODOLOGY 

The NCCK1s Small Business Scheme has been studied and evaluated a t  
length. As a  consequence, the eva luat ion team found a  la rge  number o f  w r i t t e n  
works dea l ing w i t h  the planning and ea r l y  operat ion o f  the p ro jec t ,  and 
comparisons o f  the SBS w i t h  s i m i l a r  business promotion programs. The team 
a lso had access t o  a  substant ia l  number o f  i nd i v i dua l s  both i n  t he  Uni ted 
States and Kenya who had spent t ime t a l k i n g  w i t h  p ro j ec t  o f f i c i a l s  and benef i -  
c i a r i es ,  and ir, ,on i tor ing the a c t i v i t y  o f  the SBS over time. I n  add i t ion ,  a  
ca re fu l l y  c ra t  .;d monitor ing system was i n  place, and a  ser ies  o f  repor ts  
drawing on t h i s  data had been produces on the problems and impacts o f  the 
p ro j ec t  i n  i t s  several loca les  over time. F i na l l y ,  a  soc ia l  impact ana lys is  
was undertaken about s i x  months before the  f i n a l  p ro j ec t  eva luat ion was t o  
occur.* 

Consequently, preparat ion f o r  the eyal uat ion involved reviews of several 
de ta i l ed  studies,  and decisions about what gaps remained t o  be f i l l e d .  Our 
considerat ions focused on several areas: 

1. On the need t o  c o l l e c t  the most recent data compiled as pa r t  of the 
M I S  system a t  the  various p r o j e c t  s i tes ,  and thereby t o  up-date the  
analyses provided by the Development GAP moni tor ing e f f o r t .  

2. On the p o s s i b i l i t y  o f  c o l l e c t i n g  more de ta i l ed  in format ion on the 
f i nanc ia l  s ta tus  and business performance o f  a  small sample o f  NCCK 
creditor-entrepreneurs as a  means o f  securing independent v e r i f i c a t i o n  o f  
business s ta tus  and po ten t ia l .  

3. On which o f  the knowledgeable " in terna 1 " and "externa l 'I observers 0.f 
the NCCK e f f o r t  we should attempt t o  contact. 

These considerat ions, coupled w i t h  the l i m i t s  o f  t ime and the s i ze  o f  the 
evaluat ion team, l e d  t o  the f o l l ow ing  conclusions: 

1. We should v i s i t  three p ro j ec t  s i t es ,  s t re tch ing  from Mombasa i n  the 
east t o  Kismu i n  the west. This would a l low us t o  in te rv iew the  three 
cur rent  small business promoters and secure data co l l ec ted  as p a r t  o f  the 
M I S  system f o r  a l l  s i tes ,  s ince the promoters would have in format ion even 
on the s i t e s  we could not  v i s i t .  

* Major works which were reviewed: 
(1) ~evelopment GAP, Elid-term Eva1 ua t ion  Reports. (1982-4) (Four 
reports,  mainly by Doug He l l  i nger  and bred 0' Regan. With Stephen 
He1 l inger)  - - 
( 2 )  D. He1 1  i nger, e t .  a  1. CASE STUDY o f  Sma 11 Business Scheme o f  The - 
NCCK. D-GAP, August, 1984. -m Jane Kiru-; And Kadzo Kogo, Report of The Evaluat ion o f  The Social 
Impact o f  The Small Scale Business t n t e rp r i ses  Project .  NCCK, 1984. 



2. We needed t o  in te rv iew 5-7 i nd iv idua l  entrepreneurs i n  each s i t e ,  
and t o  t a l k  w i t h  members o f  a t  l eas t  one ass is ted group, i n  those commun- 
i t i e s  where group loans had been made. Those interv iewed were t o  be 
selected so as t o  secure a d i s t r i b u t i o n  o f  respondents by sex, years o f  
business experience, and type o f  firm. 

3. I n  add i t i on  t o  those responsible f o r  the p ro j ec t  (NCCK s t a f f ,  A I D  
and D-GAP managers/monitors), we sought t o  in te rv iew a number o f  i n d i -  
v idua ls  who had the knowledge and "pos i t ion"  t o  observe the SBS and 
provide an informed assessment o f  performance and/or o f  the needs and 
oppor tun i t ies  from working w i t h  the SE sector. I n  the l a t t e r  category we 
included 1  ocal businessmen and business associat ion o f f i c i a l  s  , repre- 
sentat ives from other  voluntary agencies w i t h  s i m i l a r  i n t e res t s  and 
pursu i ts ,  as we l l  as government o f f i c i a l s  i n  a  number o f  soc ia l  serv ice  
and business promotion posi t ions.  

Our two member evaluat ion team shared the data c o l l e c t i o n  and in terv iew-  
ing  a c t i v i t i e s  f o r  the ten days se t  aside f o r  t h a t  po r t i on  o f  the  evaluation. 
Steve Mirero d i d  most o f  the in terv iewing w i t h  loan rec ip ien ts  and Bob i iunt 
concentrated more on the work w i t h  the  business community and government. 
Both, however, d i d  some in terv iews i n  the o ther ' s  area o f  "concentrat ion", and 
shared p a r t i c u l a r l y  the group interviews' and discussions w i t h  NCCK f i e l d  and 
cent ra l  o f f i c e  s t a f f .  The same basis f o r  co l labora t ion  was ca r r i ed  through 
the week-long analysis phase o f  the work i n  Kenya. During t h i s  time, w i t h  the 
he lp  of NCCK s t a f f ,  espec ia l l y  Mr.  Pi. M. Chege and Ms. Kadzo Kogo, we f i n i shed  
co l lec t i ,ng essent ia l  background fnformation on the NCCK and the SBS pro jec t .  

Because o f  the base from which we were able t o  work, and the exce l len t  
co l labora t ion  o f  the NCCK s t a f f ,  we were l a rge l y  able t o  c o l l e c t  and analyze 
most o f  the data we sought. There were problems, p a r t l y  growing out  o f  the 
i nev i t ab l e  scheduling c o n f l i c t s  t h a t  emerge under serious time pressures. 
There were also some data gaps, r e s u l t i n g  t o  a  substant ia l  degree from the 
d i f f i c u l t i e s  inherent  i n  working w i t h  small scale entrepreneurs who are 
unaccustomed t o  keeping records (and sharing business in format ion w i t h  outs id-  
ers) .  We there fore  found some o f  the same d i f f i c u l t i e s  which NCCK s t a f f  had 
found c o l l e c t i n g  s i m i l a r  data over the  past three years. Despite these 
d i f f i c u l t i e s ,  we feel  t h a t  we were i n  the l a r ce  p a r t  able t o  f i n i s h  what we 
set  out  t o  do, and i n  f a i r l y  good order. Problems the reader may have w i t h  
the repor t  are probably not, i n  the main, rootea i n  weaknesses i n  data co l lec -  
t i on ,  o r  even i n  the basic summary o f  f i nd ings  we provide. 

L i s t  o f  those interv iewed by the eva luat ion team 

I A )  Individual/Group Benef ic iar ies .  
1. Plaweni Women Group Mombasa 

2. M r .  Bakari  R. Ngundo I t  

3. Miss Saida Mwinyi I I 



4. Mrs. D. Karase I8 

5 .  M r .  A1 i Chanuo Mwandola I1 

6 .  Mrs. Grace Muthoni Kamau I t  

7. M r .  A l i c e  Mbone Na ku r u  

8. M r .  Bernard Kigotho 11 

9. M r .  John N d e r i t u  I1 

10. M r .  F ranc i s  Maina Kimani I1 

11. M r .  Pe te r  Oduor I1 

12. M r .  Wambui Nguino 11 

13. Mrs. F lorence N j e r i  II 

14. Mrs. F lorence Abwaka 

15. Mrs. Lo ice  Kungu 

16. Mrs. Edna K isund i  

17. Mrs. Ruth Makungo Leban 

K i  sumu 

I1 

18. Mr .  Hez ik iah  0. Jarambah I1 

The Orongo Group i n  Kisumu was a l s o  v i s i t e d  and genera l  d fscuss ions  h e l d  w i t h  
members. 

1 B )  P u b l i c  and P r i v a t e  O f f i c i a l s  

1. Ms. P.D. Agesa, Deputy D i r e c t o r ,  Soc ia l  Services, Program O f f i c e  o f  
Soc ia l  Serv ice,  Kisumu 

2. Rev. Johanes Angel, Dept. o f  Theo log ica l  Education, Disocese o f  Maseno 
South 

0 

3. Ar. Gordon Ber t01 i n ,  U.S. AID 

4. Mr.  N. M, Chege, Small Business Coord inator ,  NCCK 
0 

5. Mr.  Edward Greeley, USAID 

6. Mr .  John Kamau, General Secretary,  NCCK 



7. M r .  G. M. Kamau, Small Business Promoter, NakuruIEldoret  

8. M r .  Geofrey Kaduru, Par tnersh ip  f o r  p r o d u c t i v i t y  

9. M r .  Benson Kazunga, SBP, Mombasa 

10. M r .  F ranc is  K ih iko ,  S a f a r i  Park Ho te l  (Former Sm. Bus. Coord ina tor )  

11. M r ,  J. N. Kinyan ju i ,  Businessmen and Representat ive on Nat iona l  Task 
Force C o m i  t t e e ,  NCCK. 

12. M r .  C.P. K isoch i ,  Branch Execut ive O f f i c e r ,  Mombasa Chamber of Comerce 

13. Ms. Kadzo Kogo, D i r e c t o r ,  UCIP o f  t h e  NCCK. 
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14. M r .  D. D. Mardano, Treasurer,  Kenya Assn. on Commerce and Indus t r y ,  
K i  sumu 

15. Mr .  D. J. Mwasaga, M i n i s t r y  o f  Commerce and I n d u s t r y  (Nat iona l  Task Force 
C o m i  t t e e ,  NCCK) 

16. Mr .  Joseph N j i r u ,  Kenya I n d u s t r i a l  Es ta tes  (Nat iona l  Task Force 
Committee , NCCK! 

17. Mr. J. M. Njoya, Mombasa Chamber o f  Commerce and I n d u s t r y  

18, Mr .  Shem Obondi, D i s t r i c t  Trade O f f i c e r ,  Nakuru 

19. Mr .  Jacob Ombara, C r e d i t  O f f i c e r ,  Kenya C o m e r c i a l  Bank, Kisumu 
(Chairman, Regional Task Force Committee) 

20. Bishop Henry Oku l lu ,  Diocese o f  Maseno South. 

21. Mr. James Onsomu, Small Business promoter, Kisumu 

22. Mr.  Doug Osmond, Advisor ,  To to to  Home I n d u s t r i e s ,  Mombasa 

23. Ms. Nejece Otongla, Soc ia l  Worker, NCCK, Kisumu 

24. Ms. Ann Sankai, Soc ia l  Worker, NCCK Mombasa 

25. Ms. K i t  Ringrose, Advisor,  SBS, n a i r o b i  [NCCK] 

26. M r .  Pe ter  Wahome, Soc ia l  Worker, NCCK N a i r o b i  

27. M r .  Herman Watene, D i r e c t o r  of  Housing and Soc ia l  Serv ices,  Nakuru. 


